peek under the hood

Aligning Staffing Strategies

Departmental goals should mesh with

those at the top
By Tom Kosnik

recently received a call from an executive who identi-

fied himself as a VP of purchasing at a Fortune 2000

company. He said the CIO is not at all happy with
purchasing’s handling of IT resources. Project managers
are all up in arms, saying the quality of IT resources has

dropped dramatically.

While HR remained
involved with helping project
managers select contingent
candidates, purchasing had
overall responsibility because
the overall cost had to be
more tightly managed. Whar
purchasing was doing simply
wasn't working.

Soon after this initial
call, the company hired me
to assist with an internal
audit, I discovered that the
purchasing department was
looking solely at financial
metrics because its goal was
reducing costs in order to
increase shareholder value.
The HR department knew
how ro onboard newly hired
employees but lacked the
expertise in qualifying IT
talent, The project managers
felc completely disenfran-
chised and frusteated, The
staffing vendors said, “We
are so glad you are here.
There seems to be no stan-
dardized process in which
to succeed.”

This scenario, however,
is more often the norm
rather than the exception.
The reason: Aligning staffing
strategies and practices to
department and corporate

strategies is an extremely
difficult task to achieve.

The Big Picture
Regardless of the size of
your organization, there
exists an overall corporare
strategy. Then, typically,
there exists an IT strategy,
and a purchasing strategy,
and an HR strategy, etc.
The staffing straregy comes
last and, in an ideal world,
should support the depart-
mental and overall corporate
sCrategies.

The accompanying chart
illustrates how these various
strategies fir together. What
you will notice is that the
staffing stratepies and
pracrices feed all the depart-
mental straregies, which in
turn support the corporate
strategy. The staffing strare-
gies and pracrices plus the
departmental strategies and
the overall corporate strate-
gies are interdependent,
Changing one, whether for
good or bad, affects all
other strategic variables.

Human capital manage-
ment and acquisition is rap-
idly becoming a major con-
cern for all corporate depart-
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ments. ]]'.ITLTI'IE'I.] CESOLIFCES
are a critical factor to furure
success and a competitive
advanrage. Working on
staffing strategy and pracrice
alignment will have an
extremely positive effect in
vour company. How to go
about ic?

Create a Team

The first step in ensuring
staffing alipnment is to bring
together a project team, It is
hest that the team consists of

people from all the depart-
ments within the organiza-
tion. Also, malke sure to
include a small number of
hiring managers. The idea is
to get employees who can
think straregically as well as
those who will be directly
affected as a result of any
changes or decisions the
team makes and implements.
The guiding question
tor ask s, “Whar are we
attempting to accomplish?”
From a human capital man-
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STAFFING STRATEGIES AND PRACTICES




peek under the hood

agement or human capital
acquisition perspective, all
the departments will vary in
what rhey are trying to
accomplish. These variations
need to get on the table so
the members of the project
team will start to see things

companies, every functional
area is using a number of
staffing vendors to bring
them talent. These staffing
vendors can also provide
vour company with critical
information from the per-
spective of the candidates in

from different perspectives.
Inefficiencies as well as ideas
for improvement will quickly
emerge. Such notions and
ideas need to be recorded.

In the end. the group will
need to articulare a clear and
focused response to the
question of “whar are we
attempting to accomplish”™.

Meet with Vendors
The second step in moving
forward in this process is to
meet with your best staffing
vendors, An organization can
pamstakingly try to deter-
mine, in some reliable
method, which are the best
staffing vendors. However,
| have yer to encounter an
organization that does not
intuitively know whar staffing
vendors are working in cheir
best interest and, more
important, can be trusted.
Staffing vendors are not
only an extension of vour
company’s HR. department,
They are an extension of
every department within
your arganization. [n most

Metrics shine a spotlight
on the issues and dynamics
that are important for all
departments.

the marker place. Get this
imformarion.

The Transition

This phase might include a
gap analysis: Here is where
we currently are, here is
where we want to get to,
and here is how we are
going to get there. Such a
transition plan will include
key imidiatives that need o
e accomplished and detailed
action plans with specific
and realistic goals, as well
as who 1s going to get the
work completed.

Part of the transition
plan will be to ser realistic
metrics. The purchasing
department will have an
interest in setting financial
metrics, For example, pay
rate ranges around various
skill sets thar the company
15 acquiring. HR will have
an interest in setting opera-
tional success measures,
such as number of candidate
submittals to actual hires, to
insure the hiring managers’
time is used efficiently in
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acquiring new talent. The
IT department will have an
INEErest in sefting project
completion metrics and will
wiant a way 18] kﬂﬂp an E}"E
O [UCOYVEr Merics.

Metrics shine a spotlight
on the issues and dynamics
that are imporsant for
all the departments. Your
arganization wants to avoid
the scenario where the finan-
cial metrics becomes the
most important or the only
real metric that is reviewed
and revered.

Another part of the
transition plan will be to
determine how future
discrepancies will be
resolved, No one staffing
vendor will be able to fulfill
all vour company’s require-
ments. Some new staffing
vendors will have to go due
Lo lEICI:{ UE FICTF(]TI'I'IF['I'IE[;‘ ar
trust. Some staffing vendors
will need to be engaged o
tulfill a very specific need
within a certain department.
To maintain the dignity
of the alignment and the
deployment of a human
capital strategy, these issucs
need to be addressed on
the front end. By doing so,
no one is working behind
anyone and deparoments
are working together to
INSUre SLCCEss.

Execute and Evaluate

At this point, the project team
may come to a close while an
implementation ream
emerges. With the key initia-
tives, action plans and metrics
for success determined, the
implementarion team, which
should include representatives
from all corporare depart-
ments, moves forward to pue
the plan into effect,

All change mitiatives
start slowly and employee
education is a must, Start
with small changes, resolve
discrepancies quickly, and
build on successes. Be sure
to communicate each success
torall emplayees wichin the
organization,

The ream may choose
to conduct regular meetings
to evaluate the progress
of the implementation.
Northing is implemented
flawlessly. Shifts in staffing
strategies and practices need
to be made collaboratively.
Autocratic decision making
rarely works in situations
where a support function
affects the entire organiza-
tion. Prior to making any
new decisions, be sure
to gather data or obrain
feedback from departments
andfor employees that will
he affecred. With a strong
evaluation process in place,
execution and implementa-
rion can go smoothly.

Aligning stathing strare-
gies and practices 15 no casy
task. However, doing so
offers a wide variety of
benefits. For most organiza-
tions, getring the staffing
vendors and deparemental
staffing necds focused on
assisting departmental and
corporate strategies will
enable your company to
Spt‘nd ].L'E.": tirm_' On l!l'l'l'?'l'{'.l'
ductive internal issues so
as T concentrate on K’EI'}-'
productive customer and
competitive advantage
issues. @

Tom Kesnik i a certified organiza-
tiopal development consultant. He
soecializes in the area of human
capital managemeant. Ha can ba
reachad at thosnikEvisis s,




