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The CIPD explain that the HR function is responsible for 
recruiting, developing and managing people’s 
performance for the organisation’s objectives and 
strategies to be delivered (CIPD, 2021). CIPD explains 
how HR today is central to an organisation’s success. 
Before, HR was only responsible for the fundamentals of 
an employees’ lifecycle but now HR supports an 
organisations’ performance and it is important for 
managers to recognise this (Wilkinson and Taylor, 2016, 
p. 22).
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External factors can change priorities of what HR 
delivers. For example, the pandemic has made the issue 
of people’s mental health one of the most pressing 
issues and managers are often responsible for managing 
this. Therefore, HR needs to provide managers with 
efficient training, support, and guidance so they can 
manage employee’s mental health concerns successfully 
(Stuff, 2020).
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People management became a distinct profession during 

the Industrial Revolution. Personnel departments 

required to deal with wages and the welfare of 

employees. Activities included employee record keeping, 

recruitment, training, wage administration, welfare-

orientated initiatives, increasing productivity, dealing 

with trade unions and basic appraisals.

Toward the end of the twentieth century it was realised 

that non-monetary factors could influence productivity 

and performance, leading to human resource 
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management (HRM). A shift from the administrative 

approach to seeing that people are a valuable resource 

and should be developed, leading to a focus on 

recruitment and development along with sophisticated 

appraisal and emphasis on leadership, making workers 

committed and loyal. Attempts were made to make 

challenging work environments and offer a range of 

benefits.

This shifted to strategic human resource management 

(SHRM) at the end of the century due to increased free 

market competition, growth of technology and 

knowledge-based industries. It was realised that people 

are key to a company's success. The workforce shifted 

from being a resource to an asset. HR became 

responsible for aligning individual and team goals with 

the organisation's objectives. The HR function became 

strategic where HR practices were linked to organisation 

strategy.

HR is now becoming more future focused by future 

proofing the organisation. HR must also understand 

what is happening outside the organisation and the 

culture of the organisation in order to offer insights. 
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(Wilkinson and Taylor, 2006, pp. 23-24)
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Change is constant, with major changes happening every 
three years and smaller changes happening almost 
continuously (Wilkinson and Taylor, 2006). 
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In order for change to be carried out in organisations 
successfully, it must be managed effectively and HR 
plays a big role. There are both controllable and 
uncontrollable changes. 

Being aware of how emotions during change usually plays 
out can help HR help people through.

(Wilkinson and Taylor, 2006, p. 32).
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The Kubler-Ross Change Curve describes the emotions 
we go through as denial, anger, bargaining, depression, 
acceptance and commitment (O’Shea, 2014). 

Image from Little, 2014.
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Creating a culture that embraces change involves 

ensuring there is a plan of how the change will be 

implemented within the organisation.

This must:

● Involve the people who the change will affect in the 

planning.

● Clearly communicated goals.

● Convey purposes and benefits.

● Having an open discussion about any difficulties 

that may arise.

● Ensuring any problems are communicated freely 
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and resolved quickly.

● Evaluating and learning from past changes.

Communication is essential for successfully delivering 

the change. Senior management should provide clear 

information about the change by speaking directly to 

employees and posting regular bulletin boards with 

information. Employees need a way to participate and 

generate ideas which can be done through workshops 

and collective consultations. One-to-one meetings 

between employees and managers/HR are also 

important to communicate personal implications of the 

change and to discuss any problems.

HR plays a part in this by making sure managers are 

aware of the importance of communication, by being 

honest and transparent of updated information, 

listening to questions/concerns, being empathetic and 

constant monitoring of communications.

HRD is useful to help employees understand the change 

to help them get on board, improve employees skills to 

adapt and helping people cope.
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Publicising the success of the change is important to 

show how the change is beneficial/positive.

(Wilkinson and Taylor, 2006, p. 35).
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Teams of generalists have their own areas but if anyone 

needs to cover for someone then they can.

Types of specialists include recruitment, resourcing and 

talent planning specialists, learning and talent 

development specialists, organisations development 

specialists, employee engagement specialists and 

performance and reward.

Outsourcing often results in better quality of work than 
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internally undertaking work, as they are field specialists. 

In-house employees can concentrate on more strategic 

work which requires knowledge of the company.

Consultancy involves contacting a consultant to work on 

a specific task that they specialise in. Consultants will be 

experts as they work with a range of clients so develop a 

deep understanding of the issue. They only need to be 

hired as needed.

(Wilkinson and Taylor, 2016, pp. 25-27). 

14



Legge (1978) developed a model for personnel 
managers to be influential in organisations. There are 
three types.

This model can be critiqued as it is too focused on 
pleasing the senior manager and shareholders 
(Marchington, Wilkinson, Donnelly, and Kynighou, 2016, 
p. 146)
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Ulrich’s ‘three-legged model’ shows the different ways 
HR professionals work within an organisation. Common 
in larger organisations. 

Strategic business partners: Senior professionals 

involved with strategy influencing and implementation, 

working closely with business managers (Wilkinson and 

Taylor, 2016, p. 27). Benefits include the HR practitioner 

becoming a more strategic contributor, with increased 

business focus, greater engagement with line managers 

and the ability to move people management issues 

higher up the business agenda (Swift, 2016, p. 5).
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Centres of excellence: A team of HR specialists who deal 

with numerous business units offering their services to 

HR business partners/line managers. They provide 

innovative solutions to drive strategy forward. 

Weaknesses include reliance on familiar programmes 

rather than tailoring programmes to the business’ 

needs. They are isolated from the business to separate 

their solutions and the reality of the business. They can 

be overwhelmed with excessive demands as they deal 

with multiple businesses (Swift, 2016, pp. 5-6).

Shared services: A large unit dealing with transitional 

work for the business (Wilkinson and Taylor, 2016, p. 

27). performing administrative tasks in a centralised and 

standard way, they benefit from low cost, effective 

administration. It involves passing people management 

activities from HR to the employees and line managers 

themselves in the form of self-service which is often 

through technology. This allows HR to focus on being 

more strategic but it places more pressure on line 

managers and is bad for employees who struggle with 

technology (Swift, 2016, pp. 7-8).
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Positive relationship between employees and line 

managers equals to more likely achieving higher levels of 

performance. Line managers play a role in employee 

engagement as it is up to them to set challenges at work 

to motivate employees. They are also there to offer 

support for the employee’s wellbeing CIPD (2020b).
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Ethics are a rule of conduct that a profession recognises 
as appropriate. Kew and Stredwick, 2010 state ethics 
have three core elements: Fairness, deciding what is 
right and wrong and the practices and rules which 
underpin responsible conduct between individuals and 
groups (Wilkinson and Taylor, 2016, p. 36).

It is essential that HR function acts ethically in 
everything they do as it is core to being a HR 
professional (Wilkinson and Taylor, 2016). Ethical 
Standards and Integrity is listed in the CIPD Code of 
Professional Conduct (CIPD, 2020c) and is a core 
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behaviour in the 2018 CIPD Professional Map (CIPD, 
2018). 
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HR practitioners must comply with employment 

legislation despite pressures put on by senior 

management. For example, a manager may want to 

terminate an employee on grounds of capability but in 

reality, they may just not like the person. HR must argue 

for the case to follow legislation as not only is this the 

ethical thing to do but it also helps the company avoid 

scandal and avoid tribunal costs (Wilkinson and Taylor, 

2016, p. 38).

Examples of unethical behaviour include misreporting of 

profit and loss, sexual misconduct and safeguarding 
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issues, manipulation of interest rates, noncompliance 

with safety standards, substandard healthcare and tax 

evasion and avoidance (CIPD, 2019, p. 7).
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