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Preface

Description and Approach
Human resources continue to provide a source of competi-tive

advantage for organizations in a hypercompetitive,

global environment. The fourteenth edition of Human

Resources Management in Canada demonstrates how human

resources are among the most important assets in organ-izations

today. This course is designed to provide a com-plete,

comprehensive review of human resources

management (HRM) concepts and techniques in a highly

readable and understandable form for a wide audience:

students specializing in HRM, students in business pro-grams,

adult learners in supervisory or managerial roles,

and existing or future small-business owners. Accordingly,

this course exposes readers to both a breadth and depth of

core issues, processes, and strategies aimed at maximizing

how the human resources of the organization contribute

to organizational success. The strategic importance of

HRM activities is emphasized throughout the course by

using recent examples from the Canadian employment

landscape.

As in previous editions, the Canadian fourteenth

edition provides extensive coverage of all HRM topics,

such asjob analysis, HR planning, recruitment, selection,

orientation and training, career development, compensa-tion

and benefits, performance appraisal, health and

safety, and labour relations. The scientific, evidence-based

and academic contributions to the world of human

resources are embedded throughout the book, blending

updates from academic journals with practical discus-sion

of HRM.

Whats New
HRfor HR Roles, Non-HR

Management Roles,and

Entrepreneurs

As human resource functions are increasingly shared

throughout the organization (with managers, business

owners, and other executives), this book takes a broad,

holistic, and comprehensive approach to human

resource management. Thus, the content and structure

of the book is developed in a mannerto highlight the

transferability of core HR concepts to many potential

users of this information.

xii

HR Professional Designations
in Canada

There have been significant changes to the HR designa-tions

in Canada over the last few years. Chapter 1 has

been significantly modified to highlight what these

changes are and how the designations vary byjurisdic-tion.

To keep the national focus of this text, we have

removed reference to any regional HR competencies.

We have also removed the Ontario specific expert

opinion box that focused on a limited view of the HR

profession in Canada.

Introductory Videos

Each chapter also includes a short (14 minute) intro-ductory

video by the Canadian author. This helps the

reader identify the core topics in each chapter and

engage in multiple learning formats (audio and visual).

Reorganization and Expansion of

Broad HRIssues

Each chapter was reorganized to start with a broad dis-cussion

of how the topic is strategically significant to

employers and/or employees to bring readers into the

significance of the issues presented. To aid with incre-mental

learning, each chapter now presents core con-cepts

and definitions first, and advance topics or

comprehensive discussions later. To complement this

approach, at the start of each chapter there is a section

added called where are weknow to indicate how the

topic builds on the previous chapters.

Emergent Issues and Concepts

Additional sections throughout the book were devel-oped

to build an awareness of emergent issues and

concepts throughout the text. For example, Chapter 3

(HRM and technology) has an expanded section on

knowledge work and human capital. Similarly,

Chapter 6 (Recruitment) has new sections on twitter,

crowdsourcing, LinkedIn and cloud-based recruitment

techniques. Chapter 9(Career and Management Devel-opment)

has an updated discussion of change pro-cesses,

career orientations, and coaching. Chapter 14

(Occupational Health and Safety) has an expanded dis-cussion

on employee wellness and stress
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New Running Case

A new running case (Carter Cleaning Centre) is pro-vided

to illustrate the types of HRM challenges con-fronted

by small-business owners and front-line

supervisors. For each chapter, the case advanced the

small business owner and HR managers dilemma in

detail and the accompanying critical thinking questions

provide an opportunity to discuss and apply the text

material in a highly transferrable and practical way.

An Evidence-BasedHRApproach

The authors assume an evidence-based approach to the

breadth of topics in the book, incorporating research

from peer-reviewed academic journals to provide valid

and reliable information to guide decision-making.

This approach attempts to bridge the researchuser

gap and build confidence in the relevance, quality, and

applicability of research findings.

Bridging Researchand Practice:
Expert Opinion Academic Viewpoint

Canada Research Chairs from across Canadian univer-sities

in a wide variety of associated disciplines, such

as human resource management, organizational

behaviour, psychology, economics, social science, and

other disciplines answer questions related to critical

issues in the world of work from both HR and non-HR

perspectives. These evidence-based discussions are

aligned with key subtopics in each chapter and bring

the reader into the academic discussions between and

across reputable academic experts in Canada.

HRin the News

Each chapter includes at least one HR in the News sec-tion

aimed at maximizing the relevance and transfer-ability

of what students are learning. These are

strategically placed in the text to align with the core

content and highlight the theory versus practice differ-ences

that may be applicable. This contribution helps

maximize the transferability of learning from each

chapter by highlighting significant Canadian topics

and experiences associated with employee and em-ployer

relationships.

HRbythe Numbers

Each chapter also includes an HR by the Numbers

interactive element, a new visual that highlights the

impact and trends of core concepts. These provide suc-cinct

and clear metrics associated with the concepts

presented in each chapter, identifying practical issues

within the framework of the theory or ideals presented

in the text. These are all relevant, current, thought-provoking,

and visually appealing. This aligns with the

focus on evidence-based HR.

Additional Features
Integrated chapters. Rather than approaching topics as

isolated silos, the book highlights areas of overlap in

order to present HRM as an integrated set of topics.

Learning objectives. Specific learning goals are defined

at the beginning of each chapter and have an associ-ated

module in the text to help the reader identify the

expected learning in each module.

End-of-chapter summaries. At the end of each chapter,

the summary reviews key points related to each of the

learning objectives.

End-of-module and end-of-chapter quizzes. To reinforce

learning as it occurs, each module has a set of recall

style questions aimed to help students remember and

understand materials presented. Each chapter has an

end-of-Chapter 10 item quiz to help learners assess

their understanding of how materials learned can be

applied and analyzed.

Critical thinking questions. Each chapter contains mul-tiple

journal prompts that are individual or team-based

questions designed to provoke critical thinking and

stimulate discussion.

Current examples. Numerous real-world examples of

HRM policies, procedures, and practices at a wide var-iety

of organizations, ranging from small service pro-viders

to huge global corporations, can be found

throughout the text.

Key terms. Key terms appear in boldface within the text,

with pop-up definitions, and are listed at the end of

each chapter.

Full-colour figures, tables, and photographs. Throughout

each chapter, key concepts and applications are illus-trated

with strong, full-colour visual materials.

Boxed features. The four boxed featuresWorkforce

Diversity, Strategic HR, Entrepreneurs and HR, and Global

HRMhave been updated and revised where applicable.

Experiential exercises. Each chapter includes multiple

individual and group-based experiential exercises that

provide learners with the opportunity to apply the text

material and develop some hands-on skills.

Caseincidents. Caseincidents can be found at the end of

each chapter. These cases present current HRM issues

in a real-life setting and are followed by questions

designed to encourage discussion and promote the use

of problem-solving skills
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Highlighted Themes

Workforce diversity. The Workforce Diversity boxes

describe some of the issues and challenges involved in

managing the diverse workforce found in Canadian

organizations. The broad range of types of diversity

addressed include generational, age, ethnic, gender,

racial, and religious.

Strategic HR. These boxes provide examples that illus-trate

the ways in which organizations are using effec-tive

HRM policies and practices to achieve their

strategic goals.

Entrepreneurs and HR. Suggestions, examples, and prac-tical

hints are provided to assist those in smaller busi-nesses

who have limited time and resources to

implement effective HRM policies and procedures.

Global HRM. In recognition of the increasing impact of

globalization, topics highlighted in the Global HRM

boxes include cultural issues in retirement plans,

employment contracts in Europe, and the impor-tance

of personal relationships for business success in

China.
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PartI Human Resources
Managementin Perspective

Chapter 1

TheStrategicRoleof
HumanResources
Management

Learning Objectives

1.1 Define human resources management and analyze how it relates to

the management process.

1.2 Describe the value of HR expertise to non-HR managers and

entrepreneurs.

1.3 Explain how HRM has changed over recent years to include a

higher-level advisory role.

1
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2 Chapter 1

1.4 Identify tools to help makeevidence-based HRM decisions.

1.5 Describe the core HR competencies and professionalism of the

HRM function.

1.6 Discussthe internal and external environmental factors affecting

human resources management policies and practices, and explain

their impact.

WhereAre WeNow. . .

The purpose of this chapter is to explain what human resources management (also known

as HRM) is, and why its important to all managers. Well see that human resources

management activitiessuch as hiring, training, appraising, compensating, and develop-ing

employeesare part of every managers job. We will see that human resources man-agement

is also a separate function, usually with its own human resource or HR manager.

TheStrategic Roleof Human
Resources Management

1.1 Define what human resources management is and analyze how it relates to

the management process.

organization

A group consisting of people

with formally assigned roles

who work together to achieve

the organizations goals.

manager

Someone who is responsible

for accomplishing the

organizations goals, and who

does so by managing the

efforts of the organizations

people.

managing

To perform five basic functions:

planning, organizing, staffing,

leading, and controlling.

management process

The five basic functions of

planning, organizing, staffing,

leading, and controlling.

human resources

management (HRM)

The management of people in

organizations to drive success

ful organizational performance

and achievement of the organ

izations strategic goals.

1.2 Describe the value of HR expertise to non-HR managers and entrepreneurs.

To understand what human resources management is, its useful to start with what

managers do. An organization consists of people with formally assigned roles who

work together to achieve the organizations goals. A manageris responsible for accom-plishing

the organizations goals, and does so by managing the efforts of the organiza-tions

people.

Most writers agree that managing involves performing five basic functions: plan-ning,

organizing, staffing, leading, and controlling. In total, these functions represent

the management process.

Human resources management (HRM) refers to the management of people in

organizations. Human resources professionals are responsible for ensuring that the

organization attracts, retains, and engages the diverse talent required to meet opera-tional

and performance commitments made to customers and shareholders. Their job

is to ensure that the organization finds and hires the best individuals available,

develops their talent, creates a productive work environment, and continually builds

and monitors the organizations workforce. They have the primary responsibility for

managing the workforce to improve organizational performance and achieve the

organizations strategic goals.1

The aim of this text is to help every manager develop the skills he or she needs

to carry out the human resources managementrelated aspects of his or her job, such

as recruiting, selecting, training, appraising, and incentivizing employees, as well as

providing them with a safe and fulfilling work environment.2 In addition, the readers

role as an employee can be informed through establishing an awareness of the fac-tors

(strategic, legal, political, structural, etc.) that impact how individuals, teams, or

units are recruited, selected, evaluated, developed, compensated, and removed from

the employment relationship.

More specifically, HRM involves formulating and implementing HRM systems

(such as recruitment, performance appraisal, and compensation) that are aligned with

the organizations strategy to ensure that the workforce has the competencies an
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Figure 1.1 LinkingCompany-wideandHRStrategies

Companys competitive environment

Economic, political, demographic,

competitive, and technological trends

Companys strategic plan

Companys strategic situation

For example

Should we expand geographically?

Cut costs?

Diversify?

Companys internal strengths

and weaknesses

Companys HR (and other functional)

strategies

Organizational performance

What are the basic courses of action HR

will pursue to ensure that the recruiting,

selecting, training, appraising, and

compensation systems support the

companys strategic plan?

SOURCE: Gary Dessler, Ph.D., 2007.

behaviours required to achieve the organizations strategic objectives. It is crucial that

the HR strategy be aligned with the companys strategic plan (see Figure 1.1).

As per Figure 1.1, a companys competitive environment and internal strengths

or weaknesses impact the companys strategic situation, and that strategic situation

impacts the strategic plan. Traditionally, organizational goals are viewed from the top

of the firm down to front-line employees as a chain or a hierarchy of goals. At the top, the

organizational leader(s) sets long-term or strategic goals (such as double sales revenue

to $16 million in fiscal year 2020). The top management team then set goals for the

units that flow from, and make sense in terms of accomplishing, the leaders goals. Then

their subordinates set goals, and so on down the chain.3

Strategyand HumanCapital
Astrategic plan is the companys overall planfor how it will matchits internal strengths

and weaknesses with its external opportunities and threats to maintain a competitive

position. The strategic planner asks, Where are we now as a business, and where do

we want to be? He or she then formulates a strategic plan to help guide the company

to the desired destination.4 When Yahoo! tries to figure out whether to sell its search

business to concentrate on offering more content, or when Apple branches out into

selling watches, they engage in strategic planning.

Strategic plans are similar to, but not the same as, business models. Those investing in

a business will ask top management, Whats your business model? A business model

is a companys method for making money in the current business environment. It

pinpoints whom the company serves, what products or services it provides, what dif-ferentiates

it, its competitive advantage, how it provides its product or service, and

most importantly, how it makes money.5 For example, Google doesnt make money by

requiring people to pay for searches; it makes money by offering targeted paid adver-tisements

based on what people are searching for.

A strategy is a course of action. Every organization has a strategy, which can be

formally developed, or emerges from organizational activity. Some organizations use

the terms mission, objectives, or goals to refer to strategy, but essentially strategy

addressing what the business is doing.6

strategic plan

The companys plan for how

it will match its internal

strengths and weaknesses with

external opportunities and

threats in order to maintain a

competitive advantage.

strategy

A course of action the com

pany can pursue to achieve its

strategic aims
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strategic management

The process of identifying and

executing the organizations

strategic plan by matching

the companys capabilities

with the demands of its

environment.

human capital

The knowledge, education,

training, skills, and expertise of

an organizations workforce.

Finally, strategic management is the process of identifying and executing the

organizations strategic plan by matching the companys capabilities (strengths and

weaknesses) with the demands of its environment (its competitors, customers, and sup-pliers,

for instance).

Employers cant intelligently design their human resource policies and practices

without understanding the role of these policies and practices in achieving the

companies strategic goals. Just as financial capital (money) is required for an organiza-tion

to operate, the knowledge, education, training, skills, and expertise of a firms

workforce is required as valuable human capital. Service occupations such as consul-tant

and lawyer continue to emphasize education and knowledge. The proliferation of

IT-related businesses such as Google and Facebook demand high levels of human capi-tal.

However, even traditional manufacturing jobs such as assembly-line jobs are

increasingly high-tech. Similarly, bank tellers, retail clerks, bill collectors, mortgage

processors, and package deliverers today need a level of technological sophistication

they didnt need a few years ago. Therefore, in our increasingly knowledge-based econ-omy,

the acquisition and development of superior human capital appears essential to

firms profitability and success.7

Research studies over the past two decades have confirmed that effective HR prac-tices

are related to better organizational performance.8 Organizational benefits range from

employee empowerment to extensive training that affects the productivity of employees.9

The resource-based view of the firm suggests that human resource practices contribute

to the development of embedded knowledge of a firms culture, history, processes, and

context, which are non-imitable.10 More specifically, three HR practices (profit sharing,

results-oriented performance appraisal, and employment security) have a statistically

significant positive impact on important accounting measures of performance (return on

assets and return on equity).11 High-performance HR practices (comprehensive employee

recruitment and selection procedures, incentive-based compensation and performance

management systems, and extensive employee involvement and training) have a positive

relationship with employee retention, productivity, and corporate financial performance

(gross rate of return on capital).12

WhyIs Human Resources ManagementImportant
to All Managers?

Perhaps its easiest to answer this by listing some mistakes managers dont want to

make. For example, no manager wants to:

hire the wrong person for the job

experience high turnover

have employees work below performance expectations

waste time with useless interviews

have the company taken to court because of discriminatory actions

have the company cited under occupational safety laws for unsafe practices

have some employees think their salaries are unfair relative to others in the

organization

allow a lack of training to undermine a departments effectiveness

commit any unfair labour practices

In addition, throughout ones career, he or she may spend time as a HR manager.

About one-third of the top HR managers in Fortune 100 companies moved to HR from

other functional areas.13 Including members in the HR team who have had careers

that from outside of HR may give the firms HR efforts a more strategic emphasis, and

these individuals may sometimes be better equipped to integrate the firms huma
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resource efforts with the rest of the business.14 For example, Pearson (which publishes

this text) promoted the head of one of its publishing divisions to the role of Chief

Human Resource executive at its corporate headquarters.

HR is critical in a variety of public and private sector organizations alike. As of

2017, about 76.54 percent of the 15.26 million employed persons in Canada worked

in the private sector, while the remaining 23.46 percent worked in the public sector.15

Statistically speaking, most people graduating from university, college, or private train-ing

programs in the next few years either will work for small businesses or will cre-ate

new small businesses of their own, than compared to the past, usually without

a designated HR department.16 Thus, entrepreneurs, employees, HR managers, and

all managers in small, medium, and large businesses should be educated on human

resources management.

The Evolution of HRM
1.3 Explain how HRM haschanged over recent years to include a higher-level

advisory role.

ABrief Historyof HRM

Is it accurate to say that HRM existed tens of thousands of years ago? Ancient armies and

other organized efforts always required attracting, selecting, and training, workers. Until

the later 1800s, personnel tasks like these were mostly just part of every managers job. At

that time, labour problems began arising in many of the post-Industrial Revolutions new

factories. Soon employers were setting up welfare offices and welfare secretaries to

manage areas such as factory washrooms and safety bureaus to oversee plant safety.

By the early 1900s, employers had set up the first hiring offices, training pro-grams,

and factory schools. These early stages of human resources management were

known as personnel management. In these early firms, personnel managers took over

hiring and firing from supervisors, ran the payroll departments, and administered ben-efits

plans. As expertise in testing emerged, personnel departments played a greater

role in employee selection and training.17

New union laws in the 1930s expanded the role of HR to help the employer deal

with unions. Later, equity-oriented laws in the 1970s and 1980s made employers more

reliant on personnel management to avoid discrimination claims.18

Around that time, globalization made gaining a competitive edge through engaged

employeesand therefore personnel managementincreasingly important. Today,

economic and demographic trends (such as the aging population, for instance) make

finding, hiring, and motivating employees more challenging, while the existence of

more high-tech and service jobs means employers must excel at managing employ-ees

knowledge, skills, and expertise (human capital) through aptly renamed human

resources management departments.19

In the 1980s and 1990s, technological advances resulted in outsourcing much of the

operational HRactivities. Outsourcing involves contracting with outside vendors to

handle specified business functions on a permanent basis. Although using outside

experts to provide employee counselling and payroll services has been common for

many years, the outsourcing of other specific HR functions, including pension and

benefits administration, recruitment, management development, and training, has

become increasingly common.20 For example, Air Canada, CIBC, BMO Financial Group,

Hewlett-Packard Canada, IBM Canada, Calgary Health, and TELUS have all outsourced

part or all of their administrative HR functions.21

More recently, the role of HR departments has evolved to that of helping their

organizations achieve their strategic objectives.22 HR activities have become universal,

where not only the HR department but also often line managers have responsibilities

outsourcing

The practice of contracting

with outside vendors to handle

specified business functions

on a permanent basis
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related to employees as they move through the stages of the human-capital life cycle:

selection and assimilation into the organization, development of capabilities while

working in the organization, and transition out of the organization.

For example, hiring managers in some companies bypass human resources man-agement

to find candidates directly via LinkedIn. When someone applies for a job at

Google, his or her information goes into a system that matches the recruit with current

Google employees based on interests and experiences. In a process Google calls crowd-sourcing,

Google employees get a big say in who the company hires.

Shared Responsibility for Talent Management

Some experts say that if current trends continue, many aspects of HR and talent man-agement

will become fully embedded in how work gets done throughout an organ-ization

[distributed], thereby becoming an everyday part of doing business.23 Thus,

somewhat ironically, we seem to be shifting in some respects back toward the time

before the first personnel departments, when line managers did more of the HR tasks.

Figure 1.2 highlights core job requirements that are found in non-HR roles that were

Figure 1.2 HRandSeniorManagerRoles

Human resources managers (NOC code 0012) perform some or all of the

following duties:

Plan, organize, direct, control and evaluate the operations of human resources or

personnel departments

Plan human resource requirements in conjunction with other departmental managers

Co-ordinate internal and external training and recruitment activities

Develop and implement labour relations policies and procedures and negotiate

collective agreements

Administer employee development, language training and health and safety programs

Advise and assist other departmental managers on interpretation and administration of

personnel policies and programs

Oversee the classification and rating of occupations

Organize and conduct employee information meetings on employment policy, benefits

and compensation and participate actively on various joint committees

Direct the organizations quality management program

Ensure compliance with legislation such as the Pay Equity Act.

Senior managers - financial, communications and other business services

(NOC code 0013) perform some or all of the following duties:

Determine the companys mission and strategic direction as conveyed through policies

and concrete objectives which are met through the effective management of human,

financial and material resources

Authorize and organize the establishment of major departments and associated senior

staff positions

Allocate material, human and financial resources to implement organizational policies

and programs; establish financial and administrative controls; formulate and approve

promotional campaigns; and approve overall human resources planning

Select middle managers, directors or other executive staff; delegate the necessary

authority to them and create optimum working conditions

Represent the organization, or delegate representatives to act on behalf of the

organization, in negotiations or other official functions.

SOURCE: Statistics Canada, National Occupational Classification (NOC) 2011. Reproduced and distributed on an

as is basis with the permission of Statistics Canada
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traditionally limited to the HR department, thus providing further evidence for the

permeation of HR skills throughout the organization. Therefore, to succeed in their

respective roles, all potential managers must be aware of the basics of HR.

The New HR Manager

Its more complicated being an HR manager today.24 Tasks such as formulating stra-tegic

plans and making data-based decisions require new competencies and skills. HR

managers cant just be good at traditional personnel tasks such as hiring and training.

Instead, they must speak the CFOs language by defending HR plans in measurable

terms (such asreturn on investment).25 Tocreate strategic plans, the HR manager must

understand strategic planning, marketing, production, and finance.26 As companies

merge and expand abroad, they must also be able to formulate and implement large-scale

organizational changes, drive employee engagement, and redesign organizational

structures and/or work processes. None of this is easy.

Additionally, HR professionals often serve as subject-matter experts or in-house

consultants to line managers, offering advice on HR-related matters, formulating HR

policies and procedures, and providing a wide range of HR services. When asked,

Why do you want to be an HR manager? many people basically say, Because Im a

people person. Being sociable is certainly important, but it takes much more than that

to succeed. What doesit take to be an HR managertoday?

HRs transformation has been underway for several years, but progress has been

somewhat inconsistent because of lack of senior management support and the fact

that many non-HR managers still view HR as a cost centre. Many HR professionals

need to acquire more broad-based business knowledge and skill sets to be considered

and respected as equal business partners by other executives in the company.27 In a

few organizations, HR remains locked in an operational mode; processing forms and

requests, administering compensation and benefits, managing policies and programs,

and overseeing hiring and training.28 Many HRexperts (industry and academic) realize

the changing the face of HR. Dr. Rick Hacketts perspectives of the profession and hot

topics for the future are highlighted in the Expert Opinion boxthat follows.

Expert Opinion:

ACADEMIC VIEWPOINT

Identification: Dr. Rick Hackett,

Professor and Canadian

Research Chair in Organiza-tional

Behaviour and Human

Performance, and Fellow

of Canadian Psychological

Association

Dr. Rick Hackett

Affiliation: DeGroote School of

Business, McMaster University

Focus: Executive/managerial

assessment, leadership, HR

recruitment, testing, selection,

work attitudes, absenteeism,

and performance assessment.

1. In your expert opinion, who is responsible for man-aging

the added value associated with human

resources (employees) in an organization?

My one-word answer: Everyone. Responsibility for

managing employees in an organization might start

at the executive level (executives develop the mission

and vision that essentially drive the organizational

strategy), but all stakeholders (employees, managers,

specialists) facilitate the execution. We rely on people

to express the values that facilitate goal attainment.

This typically involves HR playing a strategic role in

ensuring the alignment of the organizations mission

with its culture, through talent management practices

and processes



8 Chapter 1

2. What are some of the hot topics being researched

in the world of HRM now that existing and future

managers should know about?

I. Data Analytics: In recent years, there has been alot

of discussion of big data, specifically concerning

how we can best garner value from talent analytics

employed on large, multi-sourced, and fast chang-ing

individual, team, and organizational streams

of data.

II. Diversity: How best to leverage workplace diver-sity

to enhance both employee and organizational

well-being.

III. Contingent Workforce and the Gig Economy:

Organizations have a smaller core workforce with

an increasing dependence on contingent workers

who straddle many jobs. What this means for talent

management is demanding much attention.

IV. Intrapreneurship: Innovation within organizations

calls for exploring what infrastructures support

knowledge sharing and disruption of the status

quo. Survival in todays hyper-competitive, digitally

savvy, and dynamic environment requires ongoing

innovations.

V. The impact of technology on work: This includes

the disruption caused by the introduction of artifi-cial

intelligence, bots, and robots, which are funda-mentally

changing how work is done, and in many

cases, resulting in considerable job displacements.

3. Why should those who manage human resources

in an organization use academic articles in peer-reviewed

journals to inform their decisions?

Simply keeping up with day-to-day job demands make

it difficult for managers to manage effectively. Research-ers

should work with media teams at their research

centres (e.g., universities, government agencies) to

write practitioner-targeted articles. Evidenced-based

management rests heavily on researchers effectively

communicating to practitioners.

SOURCE: Reprinted by permission from Dr. Rick D. Hackett.

Many employers are changing how they organize their HR functions. For one thing,

the traditional HR organization tends to divide HR activities into separate silos, such

as recruitment, training, and employee relations, and apply these the same through-out

the whole company. Alternatively, companies like IBM split their employees into

three segments for HR purposes: executive and technical employees, managers, and

rank-and-file employees. Separate HRM teams (for instance, consisting of recruitment,

training, and pay specialists) focus on each employee segment. This helps ensure that

the employees in each segment get the specialized testing, training, and rewards they

require.29

There are other configurations as well.30 For example, some employers create trans-actional

HR teams. These teams provide specialized support in day-to-day HR activ-ities

(such as changing benefits plans), usually through centralized call centres and

outside vendors (such as benefits advisors). Specialized corporate HR teams assist top

management in top-level issues such as developing the personnel aspects of the com-panys

long-term strategic plan. Embedded HR teams have HR generalists (also known

as relationship managers or HR business partners (HRBP)) assigned to functional depart-ments

such as sales and production. They provide the selection and other assistance

the departments need. In contrast, centres of expertise (COEs) are like specialized HR

consulting firms within the company. For example, a COE might provide specialized

advice in organizational change to the companys department managers.

Evidence-Based HRM
1.4 Identify tools to help make evidence-based HRM decisions.

evidence-based HRM

Use of data, facts, analytics,

scientific rigour, critical evalu

ation, and critically evaluated

research/case studies to sup

port human resources man

agement proposals, decisions,

practices, and conclusions.

A major contribution of HRM is making decisions based on evidence-based HRM. This

involves the use of data, facts, analytics, scientific rigour, critical evaluation, and criti-cally

evaluated research or case studies to support human resources management pro-posals,

decisions, practices, and conclusions.31 Put simply, evidence-based HRM means

using the best-available evidence in making decisions about the HRM practices you are

focusing on.32 The evidence may come from actual measurements (such as how did the

trainees like this program?). It may also come from existing data (such as what happene
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to company profits after we installed this training program?). Or it may come from

published research studies (such as what does the research literature conclude about the

best way to ensure that trainees remember what they learn?). Throughout this text, we

will show you how managers can use evidence to make better HRM decisions by high-lighting

areas of research that are instrumental to the HRM realm. This is identified in

the text where needed.

Todays HR professionals need to be able to measure the value and impact of their

organizations human capital and HRM practices. The use of various metrics, or sta-tistics,

to measure the activities and results of HR is now quite common. Traditional

operational measures focused on the amount of activity and the costs of the HR func-tion

(such as number of job candidates interviewed per month, cost per hire, and so

on), but todays measures need to reflect the quality of people and the effectiveness of

HRM initiatives that build workforce capability. These new measures provide critical

information that can be linked to organizational outcomes such as productivity, prod-uct

or service quality, sales, market share, and profits. For example, the percentage of

first-choice job candidates accepting a job offer indicates the strength of the organiza-tions

employment brand in the marketplace and directly affects the quality of the

workforce.33

Strategic HRM Tools

Managers use several tools to translate the companys strategic goals into HRM policies

and practices in an evidence-informed way. These tools include the strategy map, the

HR scorecard, and the digital dashboard.

Strategy Map The strategy map summarizes how each departments performance

contributes to achieving the companys overall strategic goals. It helps the managerand

each employee visualize and understand the role his or her department plays in achiev-ing

the companys strategic plan. Management gurus sometimes say that the mapclari-fies

employees line of sight. It does this by visually linking their efforts with the

companys ultimate goals.34

Many organizations are using the balanced scorecard system, which includes

measures of the impact of HRM on organizational outcomes. The balanced scorecard

approach translates an organizations strategy into a comprehensive set of performance

measures. It includes financial measures that tell the results of actions already taken. It

complements the financial measures with operational measures of organizational, busi-ness

unit, or department success that will drive future performance. It balanceslong-term

and short-term actions and measures of success relating to financial results,

customers, internal business processes, and human capital management.35 For example,

one measure relating to HRM is the percentage of senior management positions with

subordinates who are fully job-ready to move to the management role when or if the

position becomes vacant (known as succession planning).

Managers use special scorecard software to quantify the relationships between

(1) the HR activities (amount of testing, training, etc.), (2) the resulting employee behav-iours

(for instance, customer service), and (3) the resulting firm-wide strategic outcomes

and performance (such as customer satisfaction and profitability).36 The HRscorecard

stems from the balanced scorecard planning approach, which aims to balance hard

data such as financial measures with soft data such as customer satisfaction in assessing

a companys performance.

Digital Dashboards The saying a picture is worth a thousand words explains the

purpose of the digital dashboard. A digital dashboard presentsthe manager with desk-top

graphs and charts, showing a computerized picture of how the company is doing

on all the metrics from the HR scorecard process. As per Figure 1.3, a top Southwest

Airlines managers dashboard might display real-time trends for various strategy-map

strategy map

A strategic planning tool

that shows the big picture

of how each departments

performance contributes

to achieving the companys

overall strategic goals.

balanced scorecard

A measurement system that

translates an organizations

strategy into a comprehensive

set of performance measures.

metrics

Statistics used to measure

activities and results.

digital dashboard

Presents the manager with

desktop graphs and charts,

a computerized picture of

where the company stands on

all those metrics from the HR

scorecard process
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Figure 1.3 A Sampleof a Digital Dashboard

Attracting and keeping

customers: 2008 passengers to

date

0.0

0.5

1.0

1.5

2.0

2.5

Jan-2008

Plane turnaround time

Very Satisfied

Satisfied

18 55

Very Dissatisfied

June-2014

Employee morale trends based

on quarterly surveys

June 30, 2014

On-time flights

0% 100%

activities, such as fast turnarounds and on-time flights. This enables the manager to

take corrective action. For example, if ground crews are turning planes around slower

today, financial results tomorrow may decline unlessthe managertakes action.

Growing Professionalismin HRM
1.5 Describe the core HRcompetencies and professionalism of the HRM

function.

Today, HR practitioners must be professionals in terms of both performance and quali-fications.37

Every profession has several characteristics:

1. Acommon body of knowledge

2. Benchmarked performance standards

3. Arepresentative professional association

4. An external perception as a profession

5. Acode of ethics

6. Required training credentials for entry and career mobility

7. An ongoing need for skill development; and

8. Aneed to ensure professional competence is maintained and put to socially respon-sible

uses

certification

Recognition for having met

certain professional standards.

Certification by a professional body indicates that certain professional standards

have been met. Professionalism of the HR practitioner can be signalled through

certification.

The HR professional designation in Canada is in the midst of a major change.

Traditionally, those working in HR could be professionally certified with the nationally

Passengers

(in

million
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recognized Certified Human Resources Professionals (CHRP) designation. In the past,

the provincial associations governing the professional designation worked relatively

cohesively, promoting and recognizing the common CHRP designation under the Can-adian

Council of Human Resources Associations (CCHRA).

However, as a result of recent changes, Ontario has formed its own association

and is governed independently from the other jurisdictions. In 2015, the Ontario-based

Human Resources Professionals Association (HRPA) replaced CHRP with a three-tiered

designation: (1) Certified Human Resources Professional (CHRP), (2) Certified Human

Resources Leader (CHRL), and (3) Certified Human Resources Executive (CHRE).

Accordingly, in 2016, the CCHRA (covering all jurisdictions in Canada, except

Ontario) renamed itself as the Chartered Professionals in Human Resources (CPHR).38

It replaced the CHRP designation across Canada with a new designation of a Chartered

Professional in Human Resources (CPHR, the same name and acronym as the govern-ing

body).39 This was due in part to the representation of CHRP as ajunior or entry-level

designation by the Ontario association (thereby depreciating the value of the CHRP),

and in part as a reaction to market confusion regarding the designations in Canada.

Now, those who secured the CHRP designations in the affiliated associations in

the past are now recognized with the CPHR designation (outside of Ontario). Table 1.1

provides clarity on the designations and associations in HR in Canada, as of 2018.

At the time this chapter was last updated (September 2018), the impact of the multi-ple

designations on the labour market perceptions of the professional designation were

unknown. Pragmatically, most HR professionals feel that a common national designa-tion

would be in the best interest of HR professionals, but also understand the complex

political and structural environment of professional associations.

Advertised jobs in HR appeared either to value both the CHRL and CPHR designa-tions

or to suggest that a professional designation in HR was a desired attribute, rather

than a requirement, without referring to which designation would be considered. The

impact of this change should be unfolding in the labour market in the near future.

Other important associations for HR specialists include the Canadian Industrial

Relations Association; WorldatWork for compensation and rewards issues; health and

safety associations, such as the Industrial Accident Prevention Association, the Con-struction

Safety Association, and Safe Communities Canada; and the Canadian Society

for Training and Development.

Table 1.1 HRAssociationsby Provinceand Designation

Jurisdiction HR Association

British Columbia and Yukon

Alberta, Nunavut, and Northwest

Territories

Saskatchewan

Manitoba

New Brunswick

Nova Scotia

Prince Edward Island

Newfoundland and Labrador

Quebec

Ontario

Chartered Professionals in Human Resources of British

Columbia and Yukon (CPHR BC & Yukon)

Chartered Professionals in Human Resources of Alberta

(CPHR Alberta)

Chartered Professionals in Human Resources Saskatchewan

(CPHR Saskatchewan)

Chartered Professionals in Human Resources Manitoba

(CPHR Manitoba)

Chartered Professionals in Human Resources New

Brunswick (CPHR New Brunswick)

Chartered Professional in Human Resources Nova Scotia

(CPHR Nova Scotia)

Chartered Professionals in Human Resources of Prince

Edward Island Association (CPHR PEI)

The Chartered Professionals in Human Resources

Newfoundland and Labrador (CPHR NL)

Designation

CPHR

CPHR

CPHR

CPHR

CPHR

CPHR

CPHR

CPHR

LOrdre des Conseillers en Ressources Humaines Agrs CPHR

Human Resources Professionals Association (HRPA)

Link

www.cphrbc.ca

www.cphrab.ca

www.cphrsk.ca

www.cphrmb.ca

www.cphrnb.ca

www.cphrns.ca

www.cphrpei.ca/

www.cphrnl.ca

www.ordrecrha.org

CHRP, CHRL, CHRE www.hrpa.ca
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In addition to the international and national level broad HR-related designations,

a series of more specialized or specific professional designations in Canada allows those

who may be interested in specialized areas to gain recognition for a deeper level of

subject matter expertise. These include the Group Benefits Associate (GBA), Registered

Professional Recruiter (RPR), Canadian Payroll Manager (CPM), Certified Employee

Benefits Specialist (CEBS), Canadian Management Professional (CMP), and Certified

Training and Development Professional (CTDP) designations.

Social responsibility

A companys approach to bal

ancing its commitments, not

only to its investors but also

to its employees and custom

ers, other businesses, and the

community or communities in

which it operates.

Ethics

The professionalization of HRM has created the need for a uniform code of ethics, as

agreement to abide by the code of ethics is one of the requirements of maintaining pro-fessional

status. Since what is ethical or unethical is generally open to debate (except

in a few very clear-cut cases such as wilful misrepresentation), most codes do not tell

employees what they should do. Rather, they provide a guide to help employees dis-cover

the best course of action by themselves.41 Increasingly, HR departments are being

given a greater role in providing ethics training and monitoring to ensure compliance

with the code of ethics. Some organizations have such a commitment to ethics that they

have a full-time ethics officer. However, a survey of Ontario HR professionals found

that 78.2 percent had been coerced into doing something morally or legally ambiguous

at least once in their careers.42

The most prevalent ethical issues confronting Canadian organizations today pertain

to security of information, employee and client privacy, environmental issues, govern-ance,

and conflicts of interest.43 The major reasons for the failure of ethics programs to

achieve the desired results are lack of effective leadership and inadequate training. Posi-tive

outcomes associated with properly implemented ethics programs include increased

confidence among stakeholders, such as clients, partners, and employees; greater client,

customer, and employee loyalty; decreased vulnerability to crime; reduced losses due

to internal theft; and increased public trust.44

In recent years,the concept of social responsibility hasfrequently been discussed

as an important manifestation of ethics. A company that exercises social responsibility

attempts to balance its commitments, not only to its investors but also to its employees

and customers, other businesses, and the community or communities in which it oper-ates.

Mountain Equipment Co-op (MEC) is an example of a company that considers

socially responsible approaches to all aspects of its businessselecting and designing

products, manufacturing MEC-brand products, transporting products and people,

greening operations, engaging employees, equipping members, supporting the com-munity,

driving economic performance, and governing the co-operative. It examines

every aspect of a products life cycle from a social responsibility perspective including

the resources that go into making and shipping it, as well as the satisfaction of the

employees and the members who take the products home.45

EnvironmentalInfluences on HRM
1.6 Discuss the internal and external environmental factors affecting human

resources management policies and practices, and explain their impact.

There are numerous external and internal environmental influences that drive the stra-tegic

focus of HRM. To be effective, all managers, including those with responsibility

for HR, must monitor the environment on an ongoing basis, assess the impact of any

changes, and be proactive in responding to such challenges. Table 1.2 illustrates the

major external and internal environmental influences on HRM
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Table 1.2 ExternalandInternal EnvironmentalInfluences on HRM

External

Economic conditions: affect supply and demand for products, impacting quantity

and quality of employees required and ability to pay/give benefits

Labour market issues: changes to the workforce composition, including gender, edu-cation

levels, experience, as well as protected groups (visible/ethnic minorities, women,

Indigenous, disabled) and generational differences (traditionalists, baby boomers, Gen

X-ers, Gen Y-ers)

Technology: controlling data and privacy

Government: abiding by provincial and national standards

Globalization: managing the workforce in anintense, hypercompetitive global economy

Environment: managing sustainability and corporate social responsibility

External EnvironmentInfluences
Six major external environmental influences on HRM will be discussed: economic

conditions, labour market issues, technology, government, globalization, and environ-mental

concerns.

Economic Conditions Economic conditions affect supply and demand for products

and services, whichin turn have a dramatic impact onthe number and types of employ-ees

required as well as on an employers ability to pay wages and provide benefits.

When the economy is healthy, companies often hire more workers as demand for prod-ucts

and services increases. Consequently, unemployment rates fall, resulting in more

competition for qualified employees, thus training and retention strategies increase in

importance. Conversely, during an economic downturn, some firms reduce pay and

benefits to maintain workers jobs. Other employers are forced to downsize by offering

attractive early retirement and early leave programs or by terminating or laying off

employees. Unemployment rates rise and employers are often overwhelmed with the

number of high quality applicants when vacancies are advertised.

Productivity refers to the ratio of an organizations outputs (goods and services)

to its inputs (people, capital, energy, and materials). Canadas relatively low produc-tivity

growth rate is of concern because of increasing global competition. To improve

productivity, managers mustfind waysto produce more outputs with current input

levels or use fewer resources to maintain current output levels. In most organizations

today, productivity improvement is essential for long-term success.

Employment trends in Canada have been experiencing dramatic change. The

primary sector, which includes agriculture, fishing and trapping, forestry, and mining,

now represents only 4 percent ofjobs. Employment in the secondary sector (manufac-turing

and construction) has decreased to 17 percent of jobs. The sector that has grown

to dominate the Canadian economy, representing 79 percent of jobs is the tertiary or

service sector, which includes public administration, personal and business services,

finance, trade, public utilities, and transportation/communications.46

Since all jobs in the service sector involve the provision of services by employees to

individual customers, effectively managing and motivating human resources is critical.

Although there are some lesser-skilled jobs (for example, in housekeeping and food

services), many service-sector jobs demand highly knowledgeable employees.

Labour Market Issues

Increasing Workforce Diversity Canadas workforce is among the most diverse in the

world. Diversity refers to the attributes that humans are likely to useto tell themselves,

Internal

Organizational culture: values, beliefs, and norms of

organizational members

Organizational climate: the atmospheres impact on

employee motivation, job performance, and productivity

Management practices: organizational structure and

employee empowerment

productivity

The ratio of an organizations

outputs (goods and services)

to its inputs (people, capital,

energy, and materials).

primary sector

Jobs in agriculture, fishing and

trapping, forestry, and mining.

secondary sector

Jobs in manufacturing and

construction.

tertiary or service sector

Jobs in public administra

tion, personal and business

services, finance, trade, public

utilities, and transportation/

communications


