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Human Resource Management and the Organisational Pursuit of Excellence of Service in the Pressures of Globalisation and Increased Competition

Introduction
A role of Social Enterprises and not-for-profits, such as Citizens Advice (CA), is to add value for a society by creating an equilibrium between society and governments (Osberg, Martin, 2015). Nevertheless, current value (Appendix 2) added may not endure: “as time goes by, they begin to lose relevance, their suppleness, and end up rigid, unable to adapt to the needs of their environment” (Griffiths, 2018). If the organisation does not adapt, the equilibrium will be broken, and value will be lost for the organisational and society.
One way that Human Resource Management can strategically add value, so CA can continue adapt and achieve its business aims for all stake holders, is through an anticipatory, “future-orientated perspective”, where the focus is on how the environment and “long-term trends” will impact the Human Resource capability of the organization. (Taylor, 2010). Capabilities which include CA’s ability to manage its Talent, whom CIPD defines as “those individuals who can make a difference to organisational performance either through their immediate contribution or, in the longer-term, by demonstrating the highest levels of potential.” (CIPD, 2017). 
This briefing paper seeks to understand how Citizens Advice’s Human Resource capability can manage changes and expectations through the next 5- 10 years by examining current trends and environmental factors such as globalisation, increased competition and the pressures to perform. Anything beyond this timeframe is unrealistic as environments change at such a rapid pace (Morgan, 2014, p. intro). 
“We have returned to a period of business history when the very nature of work is once more up for debate. The place of work and technology in society, the place of the family in originations, work and technology, and the place of society in organisations are all once more in transition.” (Sparrow et al, 2015).

PESTLE 
The CIPD recommends the use of “PESTLE analysis framework….to analyse the key factors influencing an organisation externally. HR practitioners and senior managers can utilise the insights of the analysis to guide strategic decision-making” and covers: Political, Environmental, Sociological, Technological, Legal and Environmental factors (CIPD, 2017). It is essential to develop “Organisational development Strategy”, (Armstrong, Taylor ,2017), defined by Ulrich and Lake (1990:40) as “the ability to manage people for competitive advantage”. For the purposes of this paper, the PESTLE is integrated into the main body of text.


The Need for Talent at Citizens Advice 
Citizens Advice like all organisation must learn to manage in a rapidly changing VUCA (Volatile, Uncertainty, Complexity, Ambiguous), (Kail, 2011), with the effects of increased globalisation paired with a changing digital age, demographic of workforce evolving and workforce expectations in order continue being effective (Henderson, 2017, p.4). With increased external and internal pressures, CEOs now seeing Human Capital being “a top challenge”. (Charan et al, 2015). To add value to the business, Citizens Advice’s Human Resource (HR) function must build organisational capability to support business strategy (Hult, 2011).
Since the 2008 Great Recession, where organisations have engrossed with short term ‘firefighting’ goals such as cost reductions, at the expense of HR functions (Cook, et al, 2016). HR departments’ focus has unfortunately been to fulfil these “short-term business goals”, resulting in a partial outsourcing of certain roles of HRM in some organisations or line-managers have had to bear much more responsibility, and with a limited view whom is considered talent (Marchington, 2015). 
A criticism of the current National governing arm of Citizens Advice’s HR structure (appendix 2) is that it has been that organisations focus on the Business Partnering, disregarding shared services and centres of expertise (Taylor, Woodham, 2012). A positive though, of not having direct responsibility of the HR functions of the Local Organisations is that they are not overwhelmed by the administrations of HR making the organization more flexible (Charan et al, 2015). But, in the impending future, in an uncertain world and a knowledge economy where having the best talent is paramount to success (Fast Company, 2005), would NCA regret having less say in the role of HR in Local Citizens Advice and the availability of talent and KSA it may provide? 
What Mckinsey warned in the late 1990s as “War for Talent” when there was a predicted shortage of people considered talent, can be used today (Beardwell, Clayton, 2010, p.161). Although at present recruitment in the voluntary industry seems stable (2017c), certain events such as Brexit have lead to uncertainty for organisations (CIPD, 2018).
Known as Brexit, on 29th March 2019, the UK will leave the EU. Directly, the potential effect on current CA human resources, is small, with 96% of employees considering themselves British (Citizens Advice, 2017a). This is not the same for all organisations in a knowledge economy, with some having a high proportion of EU citizens filling vacancies, for instance in the Higher Education sector: 
“One driver of productivity growth is employers’ ability to access appropriately skilled labour. And CIPD LMO report suggests that the challenge facing employers in holding on to their staff has already begun, even though there is no immediate prospect of changes to government policy. 
The latest HESA data shows that there were approximately 50,000 EU staff in the HE sectors in 2016/17, showing the importance to the sector, which follows my organisation.
A drain of skilled staff could have a damaging effect on my organisation, across all levels.” (Evans, 2018).
An indirect effect on CA’s available talent is the compounded effect Brexit will have on existing difficulties of talent supply (CIPD, 2018). As figure 1 shows, the 32% of the voluntary sector have hard to fill vacancies, with also a high level hard to fill vacancies in sectors interrelated with the service CA provides (Citizens Advice, 2017) such as healthcare, public sector, finance, education, and business services. Brexit is set to compound this issue, with available talent being at a premium, which would not just effect CA in terms of core employees, but volunteer’s numbers. As an organisation that is highly dependent on skilled, voluntary worker to reduce costs of noncore employees, and to achieve the organisation’ social aims (Citizens Advice, 2014) this would radically effect performance.
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 Figure 1 (CIPD, 2017b)

An Increasingly Diverse and International Workforce
Globalisation, although not a new phenomenon, at an increased speed, it is now having a greater bearing on political, economic and social factors (Truss et al, 2012). 
Ngaire Woods (2000) considers globalization as being three “distinguishing elements”: “expansion of markets” with communication and transportation advances; a Knowledge economy “creating a borderless world”, “the transformation of politics” with organisations such as the EU but also, non-governmental organisations, (Woods, 2000; Kew and Stredwick, 2012. P.245). this is similar to what Economics Online (2018), links to such change: “Developments in ICT, transport and communications”, the two main causes being the internet and “containerisation”; global interconnection of people together and to organisations due to social media, opening markets up of good, services and people from across the globe; “e-payment systems”, leading to quicker, easier transactions; the ease that capital can be transferred across the globe, more opportunity for investment and to “repatriate profits”; “development of complex financial products”; increased trade and free trade; increased Multinationals and Transnationals (Economics online, 2018). 
The impact that globalisation has had on organisations generally, is that it has produced the need and ability for more flexibility and agility (New York Times, 2009: Truss et al 2012, p. 11), which is considered “critical for sustaining innovation in global markets” (Sparrow et al: Truss et al, 2012 p.11).
 Secondly, the “relocation of work” will require increased, employees to transfer to other locations globally. In the management of Human Resource, all functions would be would need to evolve, for example: recruitment of global talent pools, training employees in cross-cultural skills, and creating an exit strategy which treats ex-employees as expatriates of the MNC whom the organization must take responsibility for (Henderson, 2017).
Citizens Advice as a NGO and INGO
Deloitte’s 2018 Human Global Capital Trend Report: The Rise of the Social Enterprise highlights that trust of the political establishment diminishes, it has become the place of “businesses to fill the gap” (Deloitte, 2018). NGOs, such as Not-for-profits, are positioned to increase impact of their social adjectives as a political actor, (Marwell, 2004), and so considered “important vehicles for promoting civic engagement and furthering democratic ideals” (Putnam, 2000; skocpol, 2003: LeRoux, Goerdel, 2009). 
MNC have profound effect with their increasing roles as NGO political agents in four main areas: “corporations as distributive agents, corporations as political communities, corporate practices and policies as citizenship issues, and corporations as active participants in the political process” (Néron, P., 2010). Leading to far greater influence economically and politically.
 As a voluntary organisation, Citizens Advice (CA) acts as a (NGO) (Weiss and Gordenker, 1996: 18: Yanacopulos, 2015) and as such, needs to consider a much larger selection of stakeholders and their concerns. One significant trend going forward being how society as a whole’s perception of how organisations are seen to manage its Human Capitital in an ethical manor (Deloitte, 2018). This is true for both in the UK and abroad, as Citizens advice has also become a player internationally, becoming a INGO (LeRoux, Goerdel, 2009). 
Citizens Advice International launched in 2004, with the aim to represent other similar advice organizations across the globe, in countries such as “Gibraltar, the Czech Republic and New Zealand”. There were twelve partner organisations, in various countries around the world as of 2014 (Citizens Advice, 2014). In addition to ensuring that talent is sourced and managed ethically (Deloitte, 2018), Citizens Advice needs to also consider how to operate international and having the talent with the necessary Knowledge, Skills and Abilities (KSA) to fully support its global partners to provide services to culturally diverse clients with additional needs, in the UK and at the foreign subsidiaries (Burke, Ng, 2006). 
HRM is such organisations would need to be broader, requiring it to be holistic in its view “as employees become almost stateless, by both the shrinking of the influence on state but also in a more extreme example of employees who are continuously on international assignments.” (Davies, 2018). 
IHRM
“A critical challenge for organisations from both the public and the private sectors is the need to operate across national boundaries” (Sparrow, et al, 2011).
The cultural make up of traditional HRM in “North American” but with the drive of HRM in multinationals, the fit of the traditional HRM in these countries may not align culturally or through legislation (Henderson, 2017, p.135). The difference between HRM and IHRM is then “the managing HR activities through the application of global rule sets (Reniee, McGee, 2012, p.xiii: Griffiths, 2018a), and type of IHRM will be determined by the business strategies of the MNC (Armstrong, Taylor, 2017, p.530). 
The Divergence or Converging policies and practices that the MNC chooses to take, are influenced by contextual factors such as Cultural differences and institutional differences (Armstrong, Taylor, 2017, p.530). As CA’s International arm is not of strategic importance to the core business strategy at this present time, (Citizens Advice, 2015), some consideration should be taken but the relative scale of operations and the changing nature of business environments, it maybe not worth the resources. What does need to be considered though it the “soft-convergence”: “partial impact on globalization of HRM policies and practices”, (Henderson, 2017)required as migration in to the country by workers to fill roles that are hard to fill, this includes EEU members whom are more likely to be low paid (CIPD, 2017), so potentially increasing the demand on CA services. 

The Need for Continuous Improvement
 “Organizations face a radically shifting context for the workforce, the workplace, and the world of work. These shifts have changed the rules for nearly every organizational people practice, from learning to management to the definition of work itself” (Deloitte, 2017).
 In his paper “A new mandate for human resources” (1998) David Ulrich championed the HR function with in an organisation to become an “agent of o continuous transformation, “shaping processes, and a culture that together improve an organisation’s capacity for change” (Henderson, 2017).  UK government Home Office has taken great consideration of this topic, releasing a paper Continuous Improvement Strategy (2018) to outline how it seeks to use Continuous Improvement Strategy to transform governmental departments into more lean, agile ones. In the paper, they define Continuous Improvement (CI) as: 
“the outcome-focused reform of processes, performance measures, and management. It is characterised by:
•	Working out what whole systems look like, understanding what drives performance and cost and what the expectation of the customer is and challenging whether work can be done differently; •	Being rigorous in using data and challenging how things have always been done; •	Focus on practical delivery and staff having confidence that they are capable of achieving significant change through their own efforts;” (the Home Office, 2018).
This decision to follow this path is echoed Deloitte’s 2017 Global Human Capital Trends Report, showed that 60%of correspondents, regarded the “The organisation of the future: arriving now” the most important factor facing organisation for the future. The focus evolved from designing “new organisations” to “actively building organisational ecosystems” (Deloitte, 2017). This means organisation’s and HR managers embracing continuous change. 
But what is it, Dr David Griffiths describes it as: “Enrich (continuous improvement): where knowledge is known to an individual/group team and they are aware of another individual/group/ team having the same knowledge. Here people with common knowledge, skills and experiences should continue to enrich each other, ensuring relevance in the context of their role within the organisation.” (Griffiths, 2018). Thus, changing how work is performed and by whom. The repercussions for organisations would be though out the transformative cycle of HR, from recruitment of KSA, to job design, to the shared knowledge for succession (Armstrong, Taylor, 2017).
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Figure 3 (Griffiths, 2018)
As way of enabling such continuous improvement, J. Morgan (2014) advises the 7 Principles of the Future Employee; “have a flexible work environment where they can work anytime and anywhere; be able to shape and define their own career paths instead of them predefined for them: share information internally in an open and transparent way in real time; Have the opportunity to become leaders without having to be managers; collaborate and communicate in new ways; shift from being knowledge workers to learning workers; Learn and teach at-will” (Morgan, 2014). 
“it is becoming increasingly easier for employees to access people and information and these employees are able to come up with powerful ideas to help solve problems and identify new opportunity (think about Theory X and Y)” (Morgan, 2014, p.87).
There is an initial interest in this way of learning within the Citizens Advice, with a dedicated “knowledge share” platform, recently set up, so organisations can share projects and information (Citizens Advice, 2018). This is not interactive, so a criticism is that knowledge is not freely available.
Technology enables the process of knowledge scare and team working (Morgan, 2017), and it is set to be even more prolific with Deloitte, (2018b) predicting new “disruptive” technologies such as: workforce productivity tools, cloud “talent markets”, continuous appraisal, feedback and analytic tools, “reinvention of corporate learning” (Deloitte, 2018b). A difficulty that Citizens Advice will face in the adoption of new technology is the Privacy laws and guidelines it follows and as set out in its Membership agreement (Citizens Advice, 2017).
Big Data
Big Data as defined by the “volume, variety and varacity” of data (Shah et al, 2017). “Because of big data, managers can measure and hence know, radically more about their business, and directly translate that knowledge into improved decision making and performance.” (McFee and Brynjolfsson, 2012). This then improves HRs ability to attract diverse, talent from a larger talent pool; Select the right recruits through increased knowledge their fit into the organization; easier job applications and personality testing; Increase employee learning; measuring performance (Stone, et al, 2015). Big Data is not without its limitations, Shah et al (2017) warn that it has been vigorously noted in scholarly literature that predictions derived from big data are only accurate when correct data is used and that “The manner by which organisations engage with their employees and stakeholders will then ultimately determine the extent and successful outcome of the change required. Critical to success is the level of attitude and behavioural engagement of employees in support of organisational change programmes.” Shah et al (2017).

The Employee Demand for Improved Rewards And ‘Work-life Balance
To enable organisations to offer the rewards that would intensify the talent to commit to the organisation, empathy is required, to probe and discover the rewards, financial and non-financial that matter to the employee: “Empathy is, ‘‘The ability to understand the emotional make-up of other people, and the skill in treating people according to their emotional reactions’’ (Goleman, 2004, p. 5). Empathy is important to the employee engagement aspect of present day work, with employees wanting to work for an organisation which they feel relate to themselves on a high level (Karnes, 2009). An empathetic approach to employee management is important to all aspects in the talent strategy as employee financial rewards in the Citizens Advice, work life balance plays an increased role, moving away from collectivism and to individual approaches to HR management (Henderson, 2017) A demand of work-life balance, is the flexibility to manage ones (Morgan, 2018).
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Figure 2, (Morgan, 2017)
There are now four generations in the workforce (Bratton, Gold, 2017). As figure 2 shows, the age of workers in the UK is predicted to radically shift from the predominance of Baby boomers (born second world war to 1965) to Millennials (born 1977 to 1994). In just two years from now, most of the workforce will be made up of Millennials and will be double the number of any other age demographic. (Morhan, 2017). 
It will be a necessity for HR to analysis these stakeholder needs to help develop organisational design to address such needs (Armstrong, Taylor, 2017). Taylor, (2010) highlighted the following factors which have shaped millennial’s differing view on work: “ease with and acceptance of ongoing technology change; strong intolerance of intolerance in respect of minority groups; a commitment to ethical practices (e.g. environmental concerns) and attraction to ethical organisations; a global perspective (ie not European; a resistance to tight systems of control and bureaucratically imposed rules; greater ease with insecurity than previous generations, a consumer-like perspective on work which expects satisfaction and ‘shops around’ for a new job when dissatisfied. “(Taylor, 2010, p.29). 
There are three parts to flexible working: ability to work anywhere on demand; at any time; measuring performance on the “outputs” completed appose to the hours put in (Morgan, 2014). 
Flexibility is not only a requirement for Millennials, Baby boomers whom choose to continue to work past retirement age due to either necessity or choice also demand flexibility (Bratton, Gold, p.130). 57.3% of all employed persons over the age of 65 years of age are working on a part-time basis (Office for National Statistics, 2015). This is unsurprising when considering the importance of grandparents as childcare providers, who enable parents to be part of the labour force, while reducing the costs of child care significantly (Hank, Bube, 2009). 
A final consideration of a potential result of organisations failure to engage talent in the future. By not accommodating employees demands of flexible working, aside from the decreased availability in the talent pool, Brexit may result in a return of a ‘pluralist perspective’ of HRM, where the interests of workers and managers are not equal, resulting in collective bargaining though Unions (Henderson, 2017). Unions have significantly declined over the last 20 years, due partly to EEU directives such as legislation on: “the Minimum Wage, working time, part-time workers, and maternity and parental leave,…rights for fixed-term employees and rights for workers to request changes in working hours.” (Anna, 2005), making them unnecessary (Henderson, 2017). If the UK government decide to remove such legislation when the exit the European union, it has a potential to increase industrial disputes, leading to deceased commitment of employees and lower productivity (Armstrong, Taylor, 2017, p.210). It does not seem like a present risk, as UK misters have been keen to promote “good working practices” as are aware of the decreased talent pools for organisations and want to retain UK’s competitive advantage (Armstrong, Taylor, 2017, p.578-579). It may though, become a risk in future, with the chance government changes at the next general election in 2022. 



Conclusion
As the threat of a Brexit and a potential decreased pool of available talent to Citizens Advice becomes more imminent, link many other organisations, there is a need to search for talent elsewhere. HR will play a key role in providing the opportunity for employees to work flexibly and share knowledge though enabling technology, as well as sourcing the best employees through big data and analytics. Soon, potential employees will be able to be source globally and work flexibly as the organization and employee demand, creating a flexible, agile organisation. To recruit and retain the top talent though, it is important that the organization continues to be and seen to be ethical in the way it treats its employees, otherwise it risks looking employees to competition, demotivating the remaining, while reducing productivity.
A factor that may hold back the development of these ideas in Citizens Advice and other such organisations, is the inflexible policies and procedures in place such as ‘data assurance, that while important, an overly cautious policies to avoid miss use can cause integration of modern work practices to stifle.




















Appendix 1

“What is BMIS and who is it for?
BMIS provides guidance, tools and external links to help you with governance, leadership and management work in your local Citizens Advice. The content is of long-term value rather than news.
It is mainly used by chief officers and trustees but can be of use to other people too.
If you are involved in the following activities, or anything similar, then you will find BMIS useful:
Planning the future of the local Citizens Advice and its services.
Obtaining, co-ordinating or having responsibility for resources such as people, money or information.
Building and maintaining external relationships.
Meeting membership and legal standards.
Day-to-day running of services and the office.
So if you do project management, volunteer recruitment, supervision, fundraising, strategic planning or a wide range of other tasks then BMIS can help you.”
(Citizens Advice, 2014)



Appendix 2
The Current Value of Service and HR model
Citizens Advice operates as a National Charity, with 800 paid staff, and supporting network of 300 local bureauxs across Engand and Wales, that employs around 3000 paid employees (Citizens Advice, 2017a), in order to provide their service aims: to “provide the advice people need for the problems they face” through free impartial advice; and to “improve the policies and practices that affect people's lives” through advocacy, research and campaigns, and policy research (Citizens Advice, 2016). The services provided by CA during the 2016/2017 financial year saved the UK government £426 million, “by helping stop problems occurring or escalating, we reduce the need for public services (health, housing, out-of-work benefits)”, had an economic value of £2.6 billion and had a value of £2.8 billion to the people they helped (Citizens Advice, 2017b). 
The HR model that closely resembles how NCA’s HR functions works, is the “Three Legged Model of HR”, with: HR Business Partnering, where the HR personnel develop plan how to attain the goals of the organisation through its human resource capability and to develop the BMIS people resource guidance [through the provision of best-practice](appendix 1), which is management guidance provided to the Local CA through shared services of the CA intranet and also through telephone support; Shared Services of  the provision of administration activities for the employees of the National CA alone; and Centre of Expertise delivering L&D of all National CA and developing course for the talent Local CA employees, and businesses partnering and resourcing (Citizens Advice, 2017c, Armstrong, 2017.p 52, Hird, Marsh, Sparrow, 2009). 
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When looking at the overall population of employers, including those who have not
reported any current vacancies, around one in three (35%) state they have a hard-to-fill
vacancy. Looking at the sub-sectors in more detail, recruitment difficulties are highest in
healthcare (47%), public administration (39%), manufacturing (38%) and education (37%)
and lowest in the transport and storage sector (27%).2
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Figure 6: Proportion of total population of employers who have hard-to-fill vacancles, by sector (%)
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Figure 2.2 The Five Generation Workplace
Source: Bureau of Labor Statistics Employment Projections.

Over the next few years the millennials and Generation Z (or Generation 2020) will become the vast majority
of the workforce; in fact, by the year 2020 millennials are projected to be around 75 percent of the workforce.
Here's a breakdown with data from the Bureau of Labor Statistics.

As can be expected, while the millennial and the Gen2020 generation increases in size the Gen Xers, baby
boomers, and traditionalist workforce shrinks. However, this isn't just a change in demographics, along with
this is also going to come a sweeping set of changes in how employees work, how managers lead, and how
companies are structured and run; hence, the point of this book.

Consider this: When we first landed on the moon the average age of the NASA employee who was in that
room making that happen was between 26 and 28 years old (depending on the source). When the Space
Shuttle Atlantis left Earth on May 11, 2009, the average NASA civil servant's age was 47. The average age

of a NASA new hire today is 41. According to a PwC report titled “State of the Workforce: PwC Saratoga's
2013/2014 US Human Capital Effectiveness Report,”5 “63.3 percent of U.S. executives will be eligible to retire
in the next 5 years and 33 percent are currently eligible to retire.” Meanwhile, a 2013 report by EY (Ernst &
Young) found that in the past five years: 87 percent of millennial workers took on management roles, versus
38 percent of Gen X and just 19 percent of boomers. To sum up, this basically means that the people who are
running our organizations today are going to be leaving and will be replaced by workers with new ideas,
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