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What does effective HR management look like? 
In the workplace of the 21st century, the job of HR is to play a strategic role in managing people and the workplace culture and environment. If effective, it can contribute to the overall company direction and the accomplishment of its goals and objectives (Griffith University , 2018).
To do this well, we need to understand the goals of the wider business and implement a strategy to compliment those goals whilst providing the appropriate level of support and career development to all employees.  
Simple right? Attend a few meetings; deliver some training and write some procedures…that should do it. In years gone by that may have sufficed, but there are now so many more layers of complexity to the role, we must consider challenges such as managing diversity, well-being, engagement, supporting those with health conditions, both physical and mental.
Then add in the changes technology is bringing to the workplace, and the evolving requirements of the employees themselves, millennials value work-life balance over financial gain, and we have generation Z to prepare for who want financial security and reward above all else (Patel, 2017). 
 Let’s not forget keeping a watchful eye on issues that could put our business at risk and ensure strict adherence to legislation, keeping our processes and procedures compliant.  A fine for malpractice or bad publicity would be devastating for our company image as one of the best employers in the UK. 
If we want to remain relevant and grow with the changes ahead, then tools such as the CIPD map (Figure 1) are invaluable. It provides us with a multilayered definitive guide of the skills, knowledge and behaviours we need to cultivate if we are to provide the support in the complex areas detailed above. 
[image: ]
Figure 1 - CIPD Map  1
The map provides us with a definitive guide to plan a career in HR,  to diagnose issues and prescribe possible solutions, as well as track performance and achievements. It covers many aspects of the modern role, drilling down into the specific activities required at each of the four bands according to your experience levels, current role and aspirations. 
The core areas are based on developing an understanding of the organisation, this will be carried over into all areas of the role, incorporating current and future needs, as will the requirement to be a role model and adhering to high standards in all we do, “walking the talk “so to speak. 
The outer circles concentrate on specific skills, knowledge and behaviours. At my current level, I can look at the areas of the map using the online self- assessment, instantly identifying gaps in my knowledge and /or experience. I can then highlight a skill or behaviour to focus on, clearly see which band I currently fall into, and set objectives based on the band I aim to achieve in a defined time frame.  
My development as an effective HR manager. 
Currently, I work outside of the HR function in my organisation, but part of my role is to be an intermediary between the department and HR. The map can help to measure my skill level now, as well as give me direction in planning the areas I need to focus on in the immediate future given my role and what my department requires in preparation the growth and development planned over the coming year. 
I’ve conducted an up to date SWOT analysis {Evidence 1} so that using the guidance provided by the map, I can form a vision of what success will look like for me, set some short-term goals and plan some practical steps to move me towards those goals.
 
[image: ]

Figure 2 highlighted the following:
Professional Areas: 
· Operational Development
· Employee Relations
Behaviours:
· Skilled Influencer 

Figure 2 Assessment Result  
Working through the tools provided behind the map, I’ve created my PDP {Evidence 2} focusing on the areas highlighted. The development actions generated {Evidence 3} have given me sharper focus when considering some activities to plan around my objectives. 
For example Employee Relations

· Understand what data your organisation collates on employee relations. What opportunities are there to improve the way this is done? Are there any risks to the organisation of the way things are currently done? Share your findings with your manager.

I know we conduct staff satisfaction surveys twice a year, but we don't currently track performance over more than one year or track changes that happen in relation to survey feedback. This can now become an objective for me to complete helping me to build on my report writing skills and collecting analysing and using data.
For the tasks and actions, I set as part of my PDP to be as effective as possible, I need to use as broad an array as possible so that it keeps me challenged and motivated. It’s been some time since I really thought about how I like to learn so I’ve embarked on some research as a refresher. 
I’ve used some online resources and completed a VARK test (The Open University , 2018).  This test looks at the way I like to learn, the categories are split and defined per figure 3 below:
[image: Image result for VARK]Figure 3 VARK Learning Styles 
The results {Evidence 4} tell me I have a mild kinesthetic preference, this does ring true as I like a variety of learning methods depending on the topic, but I learn by doing and experiencing something most effectively. For example, I have attended at least 2 courses on how to use excel, and each time I left feeling confident, only to struggle when it came to building spreadsheets. When I was asked to deliver a spreadsheet to my manager featuring lots of formulas and pivot tables, I spent 2 days searching on google and with trial, error and perseverance I delivered the work on time as required and learned far more than on any course. 

The Honey and Mumford questionnaire {Evidence 5} was just as accurate, the diagram below of the closely related Kolb's Learning Cycle illustrates the main categories, my results show a strong preference for practical learning, trying out ideas putting me firmly between an Activist and Pragmatist. For those areas that require me to be a Reflector or Theorist, I need more discipline and the help of others to give me direction.
[image: Image result for honey and mumford 1986]Figure 4 Kolb’s Learning Cycle
So, in summary, I need to ensure that my PDP includes a mix of practical tasks such as attending meetings and brainstorming sessions to keep my creative juices flowing, but I also need to stretch myself and gain some broader skills in data gathering and analysis which will be more challenging but equally important if I am to provide the support discussed in the early part of this report.











Group Dynamics and building effective Teams
My department takes great pride in our inverted pyramid structure, we say that our frontline staff are at the forefront of what we do as the people who speak to our customers. Therefore, everyone else from Line Manager’s to the CEO are here to support them. One of the most important ways of doing that is to give them the best and most talented people to work with (Mccord , 2018). So, ensuring we have the best mix of people working together as a team seems like a good place to start. 
There are models and theories on building effective teams and the roles involved. Belbin’s roles (Figure 5) is common and easy to follow, but this does depend on having the correct balance of each role to build the perfect team or having a supply of staff who can be flexible or multi-task. As a business, we have also used Myers Briggs type testing methods for team building with limited success for a similar reason. But, if you can apply some elements of thought to your team building process, then you can avoid some of the common issues such as too many “Specialists” and no “Shapers” to drive performance and motivate. It can also lead to conflict if poor dynamics lead to disagreements and/or divisions within the team. 
[image: Image result for belbin team roles]
Figure 5 Belbin's Team Roles 




Even with the most careful planning, it’s inevitable that conflicts will arise, either within the team itself due to personality clashes or differences of opinion, or between staff members and management if a process or working condition changes. Within the team we can anticipate some issues again we can refer to some team theorists such as Tuckman when he talks us through his stages.
[image: https://okpalad.files.wordpress.com/2015/03/tuckman.png]Figure 6 Tuckman's Theory 
We can be prepared to deal with issues arising during the storming phase, staff members find it difficult to adapt, especially if we change teams and established roles or hierarchies are disrupted, and people must start over, strong personalities can clash, and I may need to intervene.  This will usually take the form of a meeting either with both parties at once, or, if more appropriate, separate meetings. In these meetings I will do my best to reassure the staff involves that their point of view is valid, actively listen to their concerns and react empathetically. I use a method called “Feel, Felt, Found”.  
e.g. “You aren’t the only one(s) to feel unsettled by the changes we've experienced recently, in fact, most of the department has felt this way recently. But, by talking things through and looking at the bigger picture and the benefits of changing teams they have found, actually they are much better off now”
It isn't applicable in every situation and it has to be adapted to the different personalities, but it can help reassure staff that they are not alone in feeling angry, upset or uncertain, and instil the idea that the change was made with good reason, this is often enough to persuade them to stay on the team and try and resolve the disagreement. If not, I can start to get to the root of the issue and be prepared to negotiate maybe a trial period with the agreement that after a month we will meet up again to discuss and if there isn’t an improvement I will consider a team change again if possible. 




 A common example of conflict at department level is if a shift changes at short notice, for example, we must work an hour later in the evening due to customer demand. Work-life balance is a very emotive subject and there must be give and take. Communication is key as in any conflict situation, here it’s a case of ensuring we are very clear that it's a time when we have to put the needs of the business first, our customers are priority and we build this into our culture, we will counterbalance by buying pizza for the floor or reducing the price of coffee in the vending machines as a thank you, this will often be enough to influence opinion in our favour until circumstances tell us we can reverse the change.
When analyzing my style of dealing with conflict, I completes the Thomas/Kilman questionnaire {Evidence 6} I took me a while to process the meaning of the scores due to the way the summaries are written, but overall it seemed accurate. I am generally dismissive of trivial issues as I expect staff to sort them out rather than escalate, and I hope experience has taught me to recognize and admit if my approach or opinion is wrong.  



















Projects & Problems for HR 
A major issue over the past year in my department across our Cardiff and Swansea sites has been a lack of opportunities for promotion. Historically we have promoted at least four people into Senior Contact Representatives (SCR’s) and 2 Team Managers (TM’s) lack of growth has meant we have had no promotions in over 18 months, and none planned in the immediate future.  
This would potentially have a negative impact on engagement as we have staff who are ambitious and focused on gaining more skills and knowledge with a view to becoming an SCR initially and then a TM. In addition to this, we are measured annually on out attrition rates, so with no opportunities for development, we worried that attrition would increase, particularly in our Cardiff office. The only way to address these issues seemed to me to be to create a new path for linear development as opposed to the traditional vertical climb up the career ladder. 
To counteract this situation the Outbound Development project {Evidence} was born. The purpose is to improve knowledge and engagement among Outbound staff, provide a path for career progression within Outbound and Admiral for those who desire it. It would also have a positive effect on productivity and influence continual growth within the department, ensuring a pool of talent available in preparation for growth and diversification at a future date. 

The project involved using a basic method of project management (at that time I had no knowledge of either Prince 2 or Agile, both are widely used in our business now).  I used a project planner to ensure I involved all stakeholders and communicates to everyone, giving opportunities for objections or concerns. 
.
There were however still risks to be considered: 

Risk Assessment 

	Nature of Risk
	Issue
	Plan of Action

	Limited delegates on each course 
	Possible perceived favouritism if some agents aren’t selected.
	Clear but flexible criteria at each stage and clear communication and feedback to all Agents.

	Lack of resource to deliver courses.
	During inductions/holidays will there be sufficient resource to keep to a timetable
	Ensure realistic timetable and some flexibility built in for proactive and independent learning activities to be substituted if required. 

	Loss of productivity 
	Agents will need some time off the phones for sessions and independent learning. 
	Realistic management of this with TM so it can be built into productivity planning and limit to 1 team member where possible. 

	Lack of resource to review and feedback on work presented. 
	Trainers unavailable due to induction/holidays so work produced by delegated not being evaluated in a timely fashion. 
	Sufficient gaps between sessions and limited work that requires marking/feedback 

	No practical application of learning to demonstrate ROI.
	Sessions enjoyable but don't allow any demonstrable skills for agents or managers to perceive the value of learning.
	Set out a set of measurable criteria at each level beforehand so expectations are managed for candidates and managers 

	Attendance on Programme not taken into account for OB recruitment. 
	No value attached to the programme by the Operations Manager when it comes to succession planning and promotion.  
	If the programme is effective, then Ops will see the value in using as part of the selection criteria. 

	Potential attrition in the long term if we experience on over- subscription  to the course, 
	We would have too many over-qualified staff with no opportunities for promotion.  
	We must expect some attrition; there will be staff who should be encouraged to move into support roles for example, management may not be the right career path at any stage. 



However, after running the Intermediate and Expert Level for two full courses the initial response was positive, and we retained and re-energised some of our most talented staff, we did, however, lose some to other departments, but, the feedback we received from the departments they went to was impressive as they felt our staff were highly motivated, knowledgeable and showed a great work ethic which was excellent for the reputation of our Management and Training teams. Also, the staff who left did so for roles not offered within Outbound, IT or Accounts roles rather than promotions. 
Overall the project was successful, but there will be some improvements to the next course based on suggestions and feedback from delegates. 
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