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CHAPTER 1. SETTING THE SCENE.
“‘Wera're whni'we repea;‘edly'do. Eicl‘célleﬁce; iité_n, is not an act, but a habit.”” Aristotle .
‘1 1. Introductlon

Thrs chapter 1ntroduces the mot1vat10n for the thes1s Follow_irig a review of current . -

pract1ces in the ﬁeld of Strategic Human Resource Management (SHRM) in pﬁvate' h

..and publlc orgamsauons it was dec1ded to mvestrgate if it currently adds value in -

- Radio Teleﬁs Eireann (RTE) Human Resource (HR) functlon and does it del1ver a

strateg1c contnhutlon in the future The thes1s mot1vat1on is outlined 1dent1fy1ng the.

- - key drivers behind this research prOJect The research quest1on 1s stated followed by

: the obJect1ves and methodology, and ﬁnally the thesis structure 1s outlmed

i

1. 2 Development of Strateg:c Human Resource Management

- The current economlc env1ronment is dnvrng organ1sat1ons to. react to busmess
;«'pressures In these unprecedented times it is esséntial’ that all areas of the orgamsatlon
: dehver a strateg1c contnbuuon ‘Set against this background th1s drssertauon proposes

'an exploratien of SHRM in order to 1nvest1gate 1f HR has dellvered and can deliver a .

strategic contnbutlon to the. orgamsauon

1. 3 Thes:s Mot:vat:on

' The m0t1vat10n for this thesis stems from a l1terature review in the area of SHRM and
w exposure to front line human resources w1th1n RTE. These have served. to highlight

- the followmg areas of 1mportance -

1 The strategic 1mportance of SHRM for organ1sat1ons
) The need for a strateg1_c ,approach to HRM o ensure it adds value to the
- organisation. ) o ' ' )

. 3. The d_i'fﬁculties_.in matching_'or'ganisational:strategy with SHRM. |

Further reading of the literature following the submission of my oriéi_nal pr_opo'sal .

opened new -doors as the subject of the investigation had to become more focused., The

review brought into question whether it was the HR Unit or human resources as a

management philosophy that delivered the strategic contribution. Due to the scale of

_this investigation and the time available: it was decided to limit the focus of the
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- investigation to RTE’s HR Unit. An over view of RTE and its structure is outlined in

Appendix 1.

14. _' Research Queétion -

,Explorqtién of SHRM:

- Does RTE’s HR Unit deliver a strategic contribution?

1.5. Thesis Objectives

.The researcher has developed objectives, the goal of which is to understand how

SHRM delivers a strategic contribution in RTE. The objectives are: -
1. Gain ao uoderstanding of SHRM and hov? it adds value to an organisation.
2. Identify if‘th'e"‘RTE HR onitfdelivers a ﬁrategic contribution. 4
3 Build upon the knowledge gained in oydér to ouggest “enhancements ’to. the
future delivery of’stréte‘gic} contributions in RTE.
1.6.’ Methodology

A critical success factor in any ‘research proj’ecth‘is the development of a methodology

- Capable of matching the needs, of the research objectives. ‘Each objective is fulfilled

, 'Zusin’g a rélevant methodology, outlined ‘in,"Tablé .3 Objectives »ar_l‘d M‘ethédology;

Analysis of issues is.a core re,qui_rem‘ént"ﬂwilt_hin the research process and the product of

analysis will be synthesised and evaluated. BS/ identifying the underlying discourses it

is intended to determine subtle variations in order to arrive at a number of conclusions.

1.7, Outlin_e Structure

- The remainder of this thesis structure is as follows: -

Chapter’ 2 consists of a literature review ‘of the theory of strategic management and - .
SHRM and how. it can add value to the organisation. The chapter introduces the
fundamentals of SHRM and its future direction. The chapter outlines SHRM’s | A

strategic contﬁbhtiOn' and how it can add value to the organisation.

Chapter 3 sets out my research philosophy by outlining my epistemological and

ontological stance. The research objectives and methodologies to achieve these

. objectives are then outlined. 'As the chapter moves further into the Saunders et al.
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‘'should demonstrate whether or not the RTE HR unit deliver a strategic contribution.

(2007) “research onion” the chapter outlmes my use of an mduct1ve research approach
and an action research strategy. Mixed methods usmg literature review, 'semtii- -
structured ‘interview-and organisational document review was used to collect primary
and secondary data. The analy_si:s of the data consisted of a document;-review using
template analysis to identify themes in the primary and secondary data. The chapter
concludes with an overview of the research respondents_; the time and resources

requ1red along w1th research limitations and ethical issues.

Chapter 4 reports on the analysis of' the results Th1s 1ncludes quotes from the
research respondents and document review which are:coupled w1th quotat1ons from the.

hterature review. This is framed in the overall context of the research themes

' h1ghl1ghted in Chapter 2. Using the data analysrs template developed in chapter 3 the - )

primary and secondary data is ‘then analysed. The presentat1on of identified themes

'

Chapter 5 presents a reﬂection' on each of the ﬁndings 'and.provides- an answer to the

- research question. The purpose of the chapter is to dcmonstrate the extent to which the

research question has been answered and how the research ob]ect1ves have been

‘achieved.

1 .'8. Conclusion

By 'undertaking this project it is-hoped to develop knowledge in the area of SHRM for *

- the researcher and in the HR field. To do this it is hoped to. deVelo'p a research

question; establish a number of research objectives, identify a number of research’

themes, 'ident'ify-,a-suitable methodology carry out the research and develop a number

“of findings and finally provide discussion, recommendations and conclusions.



CHAPTER 2. LITERATURE REVIEW

“To improve is to change; to be perfect is to change often.” Winston Churchill -

' 2 1 Introductlon

The obj ect1ve of th1s chapter is to review the current academ1c hterature in relatlon to

HR and strateg10 management The purpose of this literature review is to. ga1n an’ -

understanding of SHRM and how it can add value to an organ1sat1on “As part of the
rev1ew 1t is proposed to investigate the evolution of SHRM as it developed from
personnel management to where it is today A brief look 4t strategm management is |
then taken to set’ the context of SHRM before looking at how it can create compet1t1ve
advantage and add value to an orgamsatlon Fmally the chapter looks at the HR value

proposmon as. part of 1mp1ement1ng HR transformat1on

2.2, Evolut:on of SHRM

In order to make the dlst1nct1on between HRM and SHRM it -'i's ‘important to
understand the evolutlon of the field of HRM (Butler, Fems & Nap1er 1991). SHRM

has developed from* HRM which in- tum developed from Personnel Management |

" HRM consists of various practices used to manage people in organisations and these..

Natic‘)nalc:ol | ege .of-lr‘eland

practices have commonly been grouped into sub- d1selp11nes of selectlon training,

appra1sal and rewards (Fombrum, Tichy &_ De.vanna, 1994).

Aecordlng to D'avid"_GUest (1998) HRM should be concerned -wlth ensurfng‘ '

'~ commitment from employees; creating a-focus on values, mission and purpose;
_developing an envi_ronment based on trust and building an o'rganisation'consisting of
flexible roles, flatter structures and where there is autonory and self-control within the

~wotk that individuals do. a



N'ational"_CoI' Iege Of _| reI and; :

2.21.  Personnel versus HRM

" The distinction between the traditional personnel role and that of HRM '
(Holbeche, 1999) is outlined in Table 1. ' -

.-Characterlstlcs of thé tr adltlonal . Characteristics of the emer Umg role of
_personnel role "~ . - . HRM '
Reactive L I . S - Proactive

Employ'ee 'ad\}ocate o - : o Business partner _

Task: force o - - ~ Task and enablement focus

: Focus on operational issues ' © Focus on strategic issues

‘_Quahtatlve issues - Quantitativeisshes'.

rStablhty S S .~ ’Constant change

Tactical solutions - | - Strategic s()lnti'ons

Functional integrity o . 'Multi-functional

People as éxpensé. S PeOple'as asSets S

Table 1 Traditional versus Emeréing HRM '

2.2.2. Deflnltlon of SHRM

Walker (1992) deﬁned strategrc HRM as ‘the means of ahgnmg the management of .

human resources with the. strategrc content of the busmess

-“HR should not be deﬁned by what it does but by what it delit}ers —~ resuits that enrich *

the orgamsatlon s value to cust0mers 1nvestors and employees” (Dav1d Ulnch 1998)

Wiley (2008) descnbes SHRM as the- process of takmg a 1ong-term approach to

" Human Resource Management through the development and 1mplementat10n of HR

programmes that address and solve business problems and dlrectly contnbute to maJor

- .long- term business ob_]ectwes

223 o Human 'Resources Activities and 'Outcomes

~ McLeod, Schell in 2000 describe the prlmary HR activities as recrultmg and hmng,

educatlon and training, data management termination and admlmstratlon " This

analysis provides a clinical and traditional view of the HR function. .

In research carried out by 'Armstrong & Long (1994) into what was contained in-
organisations’ HR strategies two.levels were identified. Firstly the macro level

covering vision and mission, organisation perfortnance, quality and .customer care,




cotnmitment and the introduction of new. technology. Secondly the-micro level dealing

- with learning, training'and development reward industrial relations

Becker, Huselid & Ul’rich (2001) highlight high—performance policies, processes and’
practices as the fundamental requirement to the influence HR professionals have on the
organisation Theory is necessary but not sufﬁc1ent HR must also be involved in the

strategy 1mp1ementation process as an active partner.

2.24. Roles of HR

Ulrich & Brockbank (2005, pp: 201) went on to propose a framework based on a. -
“synthesis” of HR roles. Table 2 outlines Kow this has evolved over the years of their

research.

] ‘Ep]oyee - Employees are increasingly critical to the success of]
Champion Advocate (EA)  |organisations. EA focuses on today’ s_em_ployee, HC

—tfocuses on how employees prepare for the future.
Human.  Capital} . . o

= DeVeloper (HC)

Belng a strategic partner has multiple dimensmns
[business expert, change agent, knowledgé manager,
and consultant, Being a change agent. represents only‘
: part of the strategic partner role

7‘ HR Leader

The ‘sum of the ﬁrst ’four roles equals leadership, but :

eing a HR leader also has implications for leading the]

R function, collaborating with other functions,|’

nsuring corporate governance and monitormg the HR
community.

- Table 2 Evolution of HR Roles

.David Ulrich (20085, pp191,196)

2.2.5; ~Roles of HR in Large Organisations -

has proposed a more recent view outlining that HR

professionals in large HR departments have five different roles and responsibilities.
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These refer to transactional work, corporate HR, embedded HR, centres of expertise,

and operational executors. Each of the five roles has ‘unique contributions.

1. Transact10nal work 1ncludes standardlsed routme work that.is undertaken by

serv1ce centres and outsourcing. -

2. Corporate HR conSists of 'corporatev culture -' and identity development,
1mplement1ng the CEO’s agenda, allgmng HR w1th business goals, solving
dlsputes between centres of expertise and embedded HR, being responsible for
employees at the corporate level and makmg sure of the professmnal
development of the HR staff. | - | |

3. Embedded HR .professioinals g0 by‘_m'any't_it'les: “relationship ‘managers”, “HR

9

partners engagement managers”, “HR generalists.” They. work directly'Witl'r-

line managers and the business unit 'leadersvhipv feam to clarify-strategy, perform .
' -_organisation andits? “deliver supportivLe HR :s,trategi_es, and -lead théir HR .
function. | . o ' |

4, Cen_tres of expertise operate as consulting firms inside the organisation. These
centres of expertise are asked for assistance w}len fthe organisation is about to |
'enter'into a cotitract abontiindependeri't.worl_:( from extemal vendors.

5. Operational executors are responsible ‘for 'indivi'dual casework, operational
" tasks, analysis and reportmg, dellvermg initiatives, 1mplement1ng business .
m1t1at1ves or. implementing 1n1t1at1ves from the centres of expertise. ~They
transform the business requirements driven b_y embedded,-HR‘professlonals into

“an operational plan with'innovative.HR practices that are driven by centres of

_expertise. (Developed from Ulrich & Brockbank, 2005 pp191, 196).

'2.2.6. Partnership
~ The importance -of the HR function working in partne-rship"with llne managers have
. long been establisbed (Ulrich, 1997). Employee involvement and partnership as part.of

: driving competitiveness at the level of the enterprisé has been endorsed by a number of

bodies in Ireland mcludmg IBEC and ICTU. An agreed deﬁn1t1on 1S:

Partnersth is an active relatzonsth based on recogmtzon of a common interest to

- secure the competztzveness vzabtlzty and prOSperzty of the enterprise. (National

. Agreement 1996)
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2.3. Strategic Management

Before looking at SHRM it is important to understand it in the context of overall
strategic management. Strategy is a plan of action or policy designed to achieve a
major or overall aim. Origin early 19th century: from French stratégie, from Greek

stratégia ‘generalship’, from stratégos. (Developed from New Oxford Dictionary of
English)

Strategy is the direction and scope of an organisation over the long term, which
achieves advantage in a changing environment through its configuration of resources
and competencies with the aim of fulfilling stakeholder expectations (Johnson et al

2008).

The environment in which organisations exist is their means of survival. “Satisfied
customers are what keep an organisation in business™ (Johnson et al., 2008). Business
pressure on an organisation is a force for change and successful organisations must
change with agility in reaction and in anticipation of that force. Business pressures

come in the form of market, technological and societal pressures (Turban et al., 2007).

In today’s business environment organisations need to constantly evaluate their
external and internal environment to understand the forces at work. Johnson et al.,
(2008) describes a framework for analysing changing and complex environments; this

is outlined in Figure 1.

Organisation

Figure 1 Layers of the Business Environment
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Analysis of the macro-environment helps to identify how future trends and key drivers
in the political, economic, social, technological, environmental and legal environments
might impinge on organisations. Assessing the industry using a framework such as
Porter’s Five Forces identifies the competition within the industry. An understanding
of the basis of competition can be gained by analysing the different strategic groups
and customers as well as the different market segments. This helps develop
recognition of what customer’s value, the critical success factors, opportunities and
threats between the various competitors. The final stage is the internal analysis of its
strategic capabilities to gain an understanding of what sets it apart from other
organisations and how to gain competitive advantage using core competencies

(developed from Johnson et al., 2008).

2.3.1. The Value Chain

The Value Chain describes the activities in an organisation which create a product or
service. The concept was developed in relation to competitive strategy by Michael
Porter. Figure 2 is a representation of the value chain. Primary activities are directly
concerned with the creation or delivery of a product or service, the operations that add
value. Support activities help improve the effectiveness or efficiency of the primary

activity (Johnson et al., 2008).

Firm infrastructure
Support _ 1 Human resource management ‘
activities | | Technology developrment
¢ Procurament
.

Inbound Outbound M
logiatics  OPormtions o . ol ey Servios j

Primary activities

Figure 2 Porter’s Value Chain



eof | re_l and-

Nationdl ‘,CO_| |f

2. 4, How SHRM Can Create Competlttve Advantage

" CK. Prahalad (1990) when describmg the roots of competitive advantage stated that

the re_al ‘sources- of .competitive advantage are to be found in management’s ability to

consolidate co:-porate-wide teChnologies and provduction skills into competencies that .

leobalisation and the recognition of human capital as a key organisation_al resource

have been the key drivers forcing organisations to become more lean and agile:
Compa‘nies.h_ave realised that human resources could be leveraged to g‘ain competitive
advantage ‘(Porter 19805 Druker 1992"'Hamel & Prahalad 1994) 'HR had the

potentlal to mﬂuence strateglc dec151on makmg as human capltal managers and as a

vpotential source of competitive advantage (Ulrich, 1997, Schuler/_Jackson/Storey,
‘2001)

.It is about explomng the strategic capabillty of an orgamsatlon in terms of its

resources and competenc1es to prov1de competltlve advantage (Johnson et al., 2008)

Johrison et al,, goes on to descnbe four types of Tesources. Firstly physmal resources

such as machines and buildmgs secondly ﬁnan01al resources such as capital and cash, . -

- thirdly human resources including the mix, skill and knowledge of. employees and
othér people in an orgamsatlon s network Finally 1nte11ectual capital is an intangible

' 'resource and 1ncludes patents ‘brands business systems and customer databases.

Johnson et.al’.,_ (2008) descrrbes the capabilitles for competitive advantage as unique

resources .and -core competencies. These dlst1nct1ve and rare orgamsatlonal

_capabilit-ies are difficult for competitors. to 1m_1ta_te Unique resources are those

resources that critically underpin competitive advantage and that the competition

‘cannot easily obtain or imitate. Core competences are skills; work processes and

abilities by which resources are utilised to achieve competitive advantage.

Competitors cannot imitate or obtain these competencies.

According to Pfeffer (1994), as other sources of competitive success have become less

'important, what temains a crucial, differentiating factor is the organisation, its

employees and how they work. He goes on to outline how strategic management
researchers recognise that sustained competitive advantage arises more from a firm’s
internal resource skill set and its human capital that are difficult to.imitate or.obtain

than from a firm’s product market position.

10
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The bottom line: core competencies are taken to mean those skills and abilities by
which resources are deplo}}ed through an organisation’s activities and processes such .
as to achieve competitive advantage in ways that others cannot 1m1tate or obtaln

(Hamel & Prahalad, 1990).

Strategic planning seeks to identify those organisational decisions and actions which

. yield the greatest advahtage under various assumptions about the: organisation and its ‘

environment. The integtation of the HR function into the organisational strategy

. adv'antage (Woffo'rd 2002). This strategy provides for the maximisation of human ‘

- énables it to support and implement the strategic plan to achieve a competitive -

‘ cap1tal reduction of wasted and inefficient labour and other ﬁnan01a1 investrent, and

' 'event"ually the maximisation of proﬁtablhty

- For pubhc serv1ce organlsatlons 1t is the ba51s ‘on wh1ch the orgamsatlon chooses to .

_ achieve superior quality of serv1c_es in comp,et1t1on w1th_others for funding — how it

- provides “best value.”- This can be done by achieving a “centre of excellénce” status.

241, AAQuestion of Rareness and ‘Imita_b'illity

Organisations and HR professionals must understand internal sources of competitive

. advantage. Resources may be valuable but.common (i.e. not rare) and of competitive

'p'affity (i.e. they are not advantageous')' 'Although many other competing firms already

possess these. valuable resources and capab111t1es an organisation’ can gain at least a

temporary competltlve advantage This may be the ‘process where employees have a

. tacit knowledge._ of  what - is. difficult for competltors to. 1m1tate. Competmg
. organisations face a cost disadvantage in imitating these: resources and capabilities.

“ Organisations with special abilities in this area can obtain a sustained competitive '

advantage over their rivals. Imitation is 'crucial and. can occur in one of two ways:

duplication. (copy the same resource) or substltutlon (use a different resource)

~ (Developed from J ohnson et al. 2008)

2.42. HR Competencies and Skills

The management of competencies of the HR of the organisation is an urgent-task with

survival 1mp11catlons (Mohrman, Lawler p.437). Competencies refer to knowledge

skills or abilities of people Ulrich (1997) says that professional competencies of HR

professmnalsrefer to knowing the business, being competent, anticipating change and

11



. responding proactivel'y,‘ involving an‘d committing line managers, being date-based,

National‘ COI lege of Ireland

prioritising and ensuring simple successes, remaining close to the customer, and using
HR practices to build competitive:advantage.
D'ynamic' eriviroﬁments‘;- strategies, designs, and technologies mean ‘that ‘the' need -for

cornipetencies and capabilities’ changés, with sofie becothing obsolete or - irrelevarit

"while the new organisation requires different and often .a more advanced group of

competencies and capabilities (Mohrman, Lawler p.437). Strategies for growing and |

maintaining a deep understanding of their own current and long-term strategic interests -

‘in the midst of a core W.orkfor(':e_that grows and evolves wi_tﬁ .the‘company (Rousseau

' & Wade-Bernoni, 1995),

'Yeung etal, '(1'9941thR competenc‘y model consists-of four elemerits':_

1. Business .'mastery — 1includes Bus_i_ne_s_s: acumen, customer .orientation -and
external relations. | |
. 2. Personal credibility — refers to trust, personal relatlons values and courage
3. 'HR .mastéfy — consists of staffing, performance appra1sal rewards. system
communication and organisation design. '
4. Change mastery —.refers to interpersonal skills and mﬂuence problem solving.

‘skills, 1nnovat1veness and creat1v1ty for change mastery. :

2.4.3. Strateglc HRM and Human Capital Management

‘SHRM contributes to the strategic- business process by assessmg the talent pool to
- determine if the approprlate expertise needed to accompllsh the _busmess strategies is

available within the organisation and if not, by sourcing and _acﬁuiring“them. Ulr_iclr

(2005), describes this. as developing ke_y orga_r_lisat_ionalz capabilities and that ‘an ‘

A orgahiSation’-s' capabilities ate the deliverables of HR. efforts. He goes on to ottline
how the organisations identity and reputation is represented by its capability and the '

: _. coimpetencies skills and know-how of its employees the organisations ability.

"HR s-trategic planning is essential in supporting the organisation to achieve its goals. It -

must communicate clearly to staff, support policies which align and grow the skill and
talent of its people and enable them to perform to their potential. In this wéy HR
tesources are aligned to corporate strategy. HR planning ensures that strategies and
practices are consistent across the organisation and that gaps between present and

future capabilities will be addressed.

12



.

NationaICoI Iegeof Irel ond

Strategic planning seeks to ‘identify those organisational decisions and actions which

-yield the greatest advantage under various assumptions 'zib_out the organisation and its’

environment, The integration of HR function into the organisational’ strategy enables it '

to support and implement the strategic plan to achieve ‘a competitive advantage

»(Wofford 2002)

By addressing these issues at the strategic planning stage with HR included, there 1S the

* higher likelihood of more efﬁcu-j:ntly reaching the busmess outcomes and av01d1ng

- chaos by not havin_g the right fit among employees, corporate strategies and business

environments.

- 2.4.4. Defining ’Cus_tomer'VaIU]e. '

‘The _oig'aniseltion must identify what are the capabilities that deliver what the customer

Sees as value, “The goal is to focus on the nght things; to'target those activities that

‘ w1ll make the biggest 1mpact in tetms of customier perceived value” (Hamel &

~‘Prahalad 1994) 'Organisations must identify those areas where the ratios between

value perceived by the cistomer and the cost of creatmg that' value is-as high as

_ p0831ble Itis the customer who defines value not the service provider.

~ . Cascio (2005, pp.158,‘1 64) outlined a rel'_at10nsh1p chain linking effective management

practice to employee satisfaction, customer satisfaction and long-term profitability and

7. growth. The first:three links in-the chain result in profitability and growth (Figure 3):

: . . Long-term
Effective Management’ Employee " Customer ' Profitability

Practice Satistaction - Satisfaction - : &
Growth

Figure 3 Customer Satisfaction

. 2.4.5. Alignr’ﬁent of Strategy and Strategic Human Resources

HR’s 'output should create fundamental value to the organisation. The concept of HR.

as a business partrier leads to the inclusion of the HR leader in strategic business

planning. “In. the most fundamental sénse, stralegic business planning involves

choosing how an organisation will eompete” (Rothwell, 1994).

Kaplan & Norton (2001) highlight that it is an organisations em‘ploy‘ee.’s who actually

execute strategy and the most successful companies engage t_he employees in that

13



process. This allows employees a v1ew of the company’s vision and strateg1c d1rect10n

therefore helpmg align human resources with organ1sat1onal strategy

A study conducted by Becker Husehd & Ulnch (2001) 1nd1cates that less than 10% of
the” 98 firms that part1c1pated had formal measureément systeins in th__e HRM»area

therefore making it difficult to measure if HR was aligried with the o'rganisati()n’s

 strategic direction:

246, Corp'orate‘ Performance Measurement (CPM)

“What gets measureil gets don.e: * (Kaplan & Norton, I 996.)-

This is a management tool for monitoring the implementation of the strategic plan and

_ assessing. the achievement of strateglc ob_|ect1ves The model supports enhanced

'dec1s1on making, performance mon1tor1ng and accountabrhty

A balanced scorecard (BSC) (Kaplan & Norton, 1996) type model would prov1de an

1mproved picture of the cr1t1cal dynamlcs Currently, it 1s measured exclusively

1'through financial factors, but a BSC would. allow the orgamsat1on to anticipate future

- outcomes (leading indicators) as well as d1splay1ng, past performances (lagging

Nat onel;c:onege ofirelerd 3

indicators).

‘Figure 4 outlines the llnkage between vision and the’ strateglc ob_|ect1ves and key‘- .

performance 1nd1cators (KPIs)

14 -
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Qualitative

Figure 4 Balanced Scorecard

The HR function, according to David Ulrich (1998), is crucial to organisations
achieving excellence. Excellence, according to Ulrich, comes through a focus on
learning, quality, teamwork, re-engineering, knowing how things get done within an
organisation and also how people get treated. All of these are HR issues and hence
achieving organisational excellence requires the work of HR. Ulrich suggests that
given the business challenges that organisations face today, success depends on
organisations building core capabilities such as speed, responsiveness, agility, learning

capacity and employee competence.

2.5. How SHRM Can Add Value to an Organisation

Value must be defined precisely from the perspective of the end customer in terms of a

specific product with specific capabilities offered at a specific price and time.

Ulrich (1997) suggests that refocusing HR practice on the value chain including
suppliers and customers and less on activities within the firm can have profound
implications. He suggests that this shift redirects attention from the firm to the value

chain in which it is embedded. He goes on to outline how HR practice should be

15




‘alppl_ied; to suppliers, customers and employees weavir{g‘ value chain teams and"

. networks.

\ aIiOn-al | COI Iege Of | rel and

This emphasises the fact that HR. practitioner's ne,ed to show the effectiveness of HR

management and the strong_relationship between key metrics and HR in order to

become-the driver of business success.

'2.5.1. Value Creatlon

The HR function has a respon51b111ty for creatmg a people strategy, and for brmgmg it .

to the _manage_m_ent for approval and executl_on. Qurnn & Brockbank (2006) suggest
that to -meet the reduirements of customers and investors, HR programs should
1everage the concept of HR professionals as creators of comﬁetitive adVant‘age‘ ‘Each:.

and every act1v1ty that they carryout 1mpacts customer s and shareholder s alike.

‘Becker et al. (2001) hlghhghted that the more a HR professmnal understood how the
_business operated the more value they add. ‘This understanding allows the HR

professional to.mould organisational processes and programs to-meet the needs of the

changing business environments. It is crucial to understand that theory'is not a magic

bullet but must be_ad_apted to meet each unique situation.



National College of Ireland

2.5.2. Domains of HRM Added Value in the Organisation

Spencer (1995) distinguishes three main domains in which HRM adds value in the

organisation (Figure 5):

1. Strategic - this is the main domain of added value.

2. Services - this is the second most important domain for added value.

3. Administration - this is the domain of least added value.
Spencer outlined how HR’s main added value is situated in the strategic domain and
second in HR services. Administration added the least, however the spend on these
three domains was the reverse with administration costing the most and strategic the

least.

Added Value

60%

Figure 5 Spencer’s Cost versus Added Value
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Spencer suggested that in order to increase added value, HR has to refocus its activities

by outsourcing costly but less value-creating activities outlined in Figure 6.

Tasks:

Cost Elimination
Automatisation
Qutsourcing

Tomorrow

Figure 6 Spencer’s Future Tasks

2.5.3. HR in Decision Making and How it Adds Value

Buyens, Ans de Vos (2001) suggests that HR should be value driven in the following
areas depending on the time of involvement in the process (Figure 7). If involved in
decision making at the start, HR is value driven, and can shape the change process and

culture. The later the involvement the less the value added.

Value-driven HRM

v Influencing decisions
v Initiator
v Guardian of values

Reactive HRM

¥ Glue
~ Correct

Executive HRM

v Inform & communicate
¥ Labour relations
v Specialist services

HRM as an Intelligent Toolbox

~ Creating a chanae culture
v Concrete elaboration
v Coaching of line management

National College of Ireland

Figure 7 Added Value of HRM
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2'5-4 ’ Commumcatlon Commumcatlon Commumcatlon

_-.U1r1ch (1997) h1gh11ghted the need for clanty of messages from top management and

from HR. He states that,

' Commumcatzon programs become crmcal vehzcles Sfor sharzng mformatzon with

| employees and thus become part of the HR agenda

"Co_mmumcatmg the message is & v1ta1 way of ~bui1ding relationships with key.

stakeholders Communlcatlon Theory "suggests -that .a network’s potent1a1 beneﬁts, '

grow exponentlally as the number of nodes (i.e. contacts) bu11ds and expands. Baker

,(1996) pomts out that repeated ‘interaction encourages cooperat1on But HR

respons1b1e user of information.

Evans (2003) -suggests that HR practitioners need to consider' ‘what is “the most

approprlate commun1cat1ons med1um given the type of change being introduced.

' Evans goes on to outhne that. oﬁen the largest percentage of an organlsatlon S

commumcatlons resources goes into approaches that fall into the formal category

Becker and Husﬂed (1999) stated. that

“communications plays a. szgmf cant role in  managing change. Effectzvev

" communication has been highlighted in ‘the high performance models of HRM and.in

_'the context of .change it is cruczal in ensuring that the various pdrlies retain an open

‘mmd and, perceive the. message that-were really mtended by others

’ 2 6 A Seat at the Top Table

: ”HR has come t0 the proverbzal fork in the road. One leads to a highly

automated emplovee services operation the other leads strazght to the CEO-s_

office.”
‘Thomas. A. Stewart (CIPD 1996, URL)

‘Samuel refers to research which shows that 20 years ago 76% of companies had- HR

dlrectors on the1r board, today its 64%. He suggests | that HR is becoming more

operational. HlS argument is that if people are your most. 1mportant asset that this

- figure should be on the increase.

_.P'aimer (2008, URL) in a recent report by PA consulting said: -

19°
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“In previous. downturns and recession it is always the compames that have retamed

the best people that have-come out. stronger”

This suggests the importance of strateg1c level HR demsmn makmg remforcmg the

concept of HR at the top table

~ Losey, Melsmger Ulrich (2005 p120) states that,

. There isa seat at the table for a producttwty czar—and we (HR) should be in it”

"' Banfield, Kay (2008 p- 354), outlme that

Nati Ona'COII-efge of Irelend

“The. value ada’ is the impact that the functton makes (HR) that determmes its status..

and whether others see it as- worthy of a seat at the top table”

They go on. to say the HR should bea partner in strategy executlon

. ‘Thts doesn t mean that hr should take responszbzlzty for HR and busmess strategy

which is rightly the domam of the chzef executive, but that -the head of the HR

_ department should be and equal partner with other sentor managers and should have a

 seat at the top table
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\2. 7. Blueprint for the Future - HR Value Pr.opo'sitioh

Ulrich & Brockbank (2005) state that HR professionals. must declare, live and .
encourage moral principles They beheve that a HR value propos1t1on goes. beyond

values. Value also . means that someone rece1ves somethmg of worth from a

. transaction. A value propos1t1on has s1x 1mportant 1mpl1cat10ns for HR profess1onals

(Figure 8).

Knowihg External Realities
{Technoclogy, economics,
globalisation, demographics)

PN
Ensuring HR . / . Serving External and
Professionalism™ -~ - —_— el Internal Stakeholders

(HR roles, competencies and [ / HR Value \ g (customers, investors,
development) Proposition \( ~ managers and employees)
~ P _

N \

Building HR Resources Crafting HR Practices
* (HR-strategy and - d (people, performance,
_organisation) information and work)

Figure 8 The I-IR'Vélile Proposition )

When HR profess1ona1s have a full knowledge of the above: they will be dehvermg real

.~ and visible value and the business audience: will listen to them, this is Ulrlch’s &

* Brockbark’s value proposition. When HR»profess10nals begin with the receiver in

mind, they can more quickly emefge as full strategic'co'ntributofs add greater value for
key stakeholders (customers, investors, line managers .and employees) enhance

business productivity; ach1eve measurable and valuable- results create susta1nable

pompet1t1ve advantage; and have more fun in their careers.

Ramlall (2006) outlines transformational HR activities_that have been proven to add

more value to the bottom line.

1. Strategic planning,
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2, Organrsational development,
3. ‘Knowledge management

Despite this there is still & significant amount of time. being invested in routine

“transactional HR activities such as recruiting, training and pay review/awards. Cascio

(2005) believes that the key to successful HR is the elimination of foutine HR activities

so that the HR function can concentrate on more value added activities.

Kaplan & Norton (2001) outline how the most successful ergahisations erigage their

.employees in the strateglc process, since it is employees who will be executmg ‘the. -

strate gy.

Hewitt (2005) outlines how new mind-sets'need 10 develop in order to connect strategy

and HR." Lawler (2005) sees business partnership as the best way for HR to add more

: value toa company

: 2 8. Conclus:on

SHRM can dehver a strateglc contnbutlon to the orgamsatron by enhancmg the

-company’s ‘competitive advantage by addmg‘real and measurable economlc value. This

is the key to unlocking whether HR can deliver a strategic contribution.

" Ulrich & Brockbank (2005) beliéve that to start transformational HR: you must first

start by deﬁning'what HR value is. To do this you must 1der1t1fy the value of HR
services to the customer.- The value of HR can only-be defined by the customer not by

the HR professmnals themselves. Through this’ transformahon process the actions

,taken by HR profess10nals will have a greater 1mpact in the organlsatlon

A key to the success of any organlsatlon is how- 1t deals- with busmess pressures from

its environment. Cntical to thlS 1s:a strateglc plan whlch charts the future direction of
the organisation. The success of any strategic human resources plan, programme or
o Vinitiat'i'v_e is its alignment with the overall strategic vision, goals and objectives. To

_ ',provide value-added activities the HR department must move up the value chain and

provide service- orientated outputs similar to those outlined above in line with overall

strategic direction and therefore add competitive advantage.

HR must move from being a central shared service to being a corporate enabler for

change and service provision driving the organ'isation to get to the.future first (Hamel
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& Prahalad 1994). Failure to do this will lead to strategic dissonance in light of

business pressures.

By mEasuﬁng and tracking té\rgeted custémers and customer value ‘proposition, HR

experts can have a direct positive irhpa"ct on customer share and then on the bottom
line. That i‘equires relatiqnship management. HR gﬁ_cperts have the ideal skills, -
background f_ariti position to assist in developing .thojssje félationships- (Ulrich &
Brockbank, 2005). | | | ' o
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‘ ‘-.CHAPTER 3. M‘E'THODOI.,OGY'

Whenever you see a successful busmess someone once made a. courageous

' .deczszon Peter Drucker

3. 1 Introduction *
Having rev1ewed a w1de range of 11terature on SHRM; it became ¢lear that the issue-

was cormplex and to 1nvest1gate fully would requ1re work beyond the t1me avallable for

research on how best SHRM could add value to RTE.  The chosen research strategy

w1ll allow ongomg work usmg this d1ssertat10n as a ﬁrst step

o

3.2. Research Ph:losophy

Research is the add1t10n to knowledge by answenng an unanswered questlon Ttis s the

transformanon of what we beliéve i 1s true into what we know is true (Guba & Lincon,

11994). S

_321 ' Eplstemologlcal Stance

o “The ep1stemolog1cal question, wh1ch deals w1th the nature of the relat1onsh1p between': .

. the researcher and what- can be known” (Adam & Healy, 2000 p47).
. From a,tp_h_ﬂosophlcal perspectlve the epistemological stance of the researche_r is one-of
K _crjitlcal_post positivlsni. My ‘position has evolved during the life of the dissertation,

‘From the outset my position was similar to that outlined by Robson (2002, p27) when

he. stated “that post positivist. researchers. can be viewed as recognising, sometimes:’

reluctantly, that the battle for positivism, has béen lost.” ‘On my journey my -

: _eplstemologlcal pos1t1on evolved to-a realisation that knowledge is “relative rather than

abs_olut_e” (Patton, 2002 p92). My embracing of interpretivism provided. the-best

‘explanation of the social aspect of SHRM. This epistemolog"ical stance advocates ’that_- '

it is necessary for the researcher to understand differences between humans in our

social role as actors. Tt is necessary to understand the differences betweeén humans in

our role as social actors and the emphasis it places on conducting research among

- people (Saunders et al., 2007). -
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Guba & L1ncons (1994) or1g1na1 table shows the construct1v1st paradlgm, 1nstead of
‘the interpretivism . paradlgm According to Schwandt (1994) both are 1nterchangeab1e :

hence my use of the term 1nterpret1v1sm "The table also shows post p051t1v1sm butthe:

subtle differences as such are beyond the scope of thlS study

3.2, 2. Ontologlcal Stance |

The. ontologlcal stance deals with the form and nature of reahty, ie. what is 1t that can’
_be known about the world (Adam & Healy, 2000). ‘ObJect1V1sm_portrays the position
that- social - entities- exist in reality external to social actors concerned’ ivith their
existence The ontological stance of the researcher regarding the nature. of reallty.
" would' be orie of sub_1ect1v1sm in that somal phenomena are created from the
perceptlons and consequent actions of the social actors Rernenyi et al.. (1998 p 36)

stress the necessity. to study .f- ) o o

“the a'etails ofthe situation to understand the reality fvorking behind them, K

"3.30 Research Objectlves and Methodologles ., o s

Adam & Healy (2000, p47) descrlbe a methodology as dealing w1th the ways in which

the inquirer can-go about finding out what he or she believes can be k_nown.
" A methodology suggests an approach te a problém that is im’pl,emented through a
research programme; it provides: g‘uidelines rather than being prescriptive on how

tesearch should be conducted. Table 3 outlmes the methodologies that satlsfy the

' ‘research Ob_] ectlves

" Mthodology: -

Gain an understanding of | Carry out a literature review and synthesise existing
strategic ~ human  resource | academic literature in order to gain an understanding

management and how it can

- |“add value to an organisation.

of strategic human resource management- and how it
can add value to an orgamsation

| Identify if the 'RTE‘_ “Human
Resource - (HR) . unit: does

deliver a strategic contribution:

Carry out a dlscovery process W1th key strategic actors :
(Primary Data). :

Build upon the knowledge

‘gained in order to suggest.

enhancements to the future
delivery . of strategic
contnbutlons in RTE.

Analysis and . interpretation of literature review, | .
questionnaire data (Primary Data) and current strategic
plans, human resource plans and practices (Secondary
Data) in order to suggest enhancements to the future |
delivery of strateglc contributlon

Table 3 ObJectives and Methodology
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3.4; Researcthpproraeh

Saunders et al., suggest two research approaches: deduction testing theory similar to

_scientific research and induction 'building-th‘eory following data collection.

Brewster (1999) outlines how HRM research is ‘focused o_n understanding what is

-ditferent between and within rnanagernent in"various contexfs and what the background

of those differe»nces is. Hence the research approach used is inductive.

"3.5. Research Strategy

Theresearcher is proposing the use of action research as a research strategy because it

1sa reﬂectlve process 10 problem solvmg

' Checkland (1990) sets out the actlon research cycle of theory and practlce (Figure 9). .

'Theory and practice-inform each; other in a never: endmg Splral Nerther is independent * -

of the other or grounded e

practice’

F1gure 9 Checkland s Act1on Research Cycle -

- He also stresses the importance of deﬁnmg the methodology in advance of the
.research. This allows conceptual separat_lon between theory, which is ernbodled.m the

‘ rnethodolo_gy and practice; enabling the reflection and. comparison which leads to

leamin_g ahout both.

There is a growing boedy of evidence of the positive personal and professional effects

'that engaging in action research has on the practitioner (Goswami & Stilln‘lan_, 1987).

Action research provides the opportunity to gain knowledge. and sk‘ill in'research
methods and applications and to become more aware of the -options and possibilities

for change (Oja & Pine, 1989)
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Saunders et al.,- (2007) outline four common themes. The purpose of the research:

research in action rather than research about action (Coughlan & Brannick, 2005). The
researcher is 1nvolved in the research “Eden & Huxam (1996) argue that the finding of

action research result from mvolvement with members of ‘an organisation. Action

Tesearch is a contmuous iterative process of d1agnos1ng, planning, taking action and

‘ evaluatmg used to solve the research 1ssue'F1gure 10 (Robson, 2002). Finally actlon

research should have 1mpllcat10ns beyond the immediate pro_|ect Eden & Huxham

(1996) argue that it:is lmked to the development of theory

Takmg /

.Fi:.g'ure, 10 Research Spiral

For t-he_se reasons action research is the most suitable methodology as T orbert (2001)

suggested: “Kl_rowledge is always gained through-action and for action.” -

3.6. - Research Method -

‘Semi-structured interviews are non-standardised; these are often’ referred 'to as - '

‘ quahtatlve research interviews (King, 2004). In. semi- structured 1nterv1ews the -

researcher will have a list of themes and questlons to be covered, although these may

' -vary from interview to interview (Saunders et al., 2007 ). The researcher. intends to use

qualitative methods for data collection as part of the data collection the researcher will
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carry ‘out a series of in-depth face-to-face interviews with key strategic actors as

primary research and a review of academic and organisatiOnal docuimentation as
secondary research. This.is described by Saunders et al., ‘(2007). as a multi-method
qualitative study. - o . o

This approach ‘—‘Multiole Methods” presents a bétter opportuﬁity to answer the research _

. question as the findings can be. t’n'angulated (Saunder's et al. , 2007) -allowing bett‘e_r’ '

evaluatlng of your research findings (Tashakkori & Teddlie, 2003) In'this case the

~researcher s ﬁndlngs from primary research using interviews, secondary strateg1c

document review and academic review can be Cross, referenced to ensure- appropnate

' conclusrons can be drawn and to better evaluate the extent to which the research-

ﬁndmgs can be trusted and 1nferences made from them (Saunders et al. )

The review of the RTE Strateg1c Corporate Plan 2006 2010 and a number of other key‘ ‘

‘documents will take place prior to the 1nterv1ew process in order to 1nform the

researcher and after the complet10n of the hterature review, to galn an understandmg of

- the. organlsat1on s strateg1c intent; .-~ R S R

From‘the po1'nts outlined in the conclusion of the literature review a number of

interview questions will be developed to ensure that. the research can assess. The

'questions are listed in Appendix 2. The interviews, l_asting»-about forty minutes. were

audio recorded and transcribed afterwards. Transcripts'from the interviews are listed

in Appendix 3',

"3 7 Analysis of Data

Tesch (1990) grouped the strategies to deal w1th data collected into four main

categones
1. Understanding the characteristics of language '
2. Discovering regularities

3. Comprehending the meaning of text or action

"Reflection

Dey (1993) outlines how the aim of analysis is not just to describe our data, but to-

- describe the objects or events to which our data refers. Such description forms the

bedrock of science. He goes on to progress for the initial description of the data;
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» through the —pro.cess--c')f'breaklng do,wn}ot:the dat.a" into ll:)its; and t‘hen classifying it. -By
seeing how‘the bits interconnect‘ we can"d“evelo'p a- new”account of the .data and 'this '
provides the basis of a fresh descnpt1on The core of qual1tat1ve analysis l1es in the .
‘ related process of describing phenomena claSS1fy1ng it and seelng how our concepts -

- interconnect. This process.is.outlined in Figure 11.

1. Description

Qualitative
Analysis

B 1. Connection 1. Classificaticn

_ Figure 11 Qualitative Analysis as a Circular Process

Saunders et a1l;.,(2007) suggest a general set of procedures to -assist 1n qualitative

- . analysis which are;

* 1. Categotisation, classifying dataintd'hleaning‘ful categories.

i 2, Um’tising.data attaching chtinks of data to the apnrop'riate: catego'rjd

- 3. Recognising relat10nsh1ps and developmg categories to facilitate this.
4 Developlng and testmg theories to reach conclusmns

To recognise. the relationships and to'de'velop the categories Dey, l993' Miles‘& ‘
" Hubermian, 1994 Yin, 2003 suggest that a suitable matrix be designed and place the
- data. gathered within its cells, this means that you are engaged in “the process. of
analysing ‘your data. To assist this process from the research question a number of
themes will be developed These themes can be linked to the findings from the data
-_analys1s and prov1de a bas1s for reﬂectlon and 1n51ght A sample of the matrix. is

outl1ned in Table 4
: RcScaréh Question: = Does HR Deliver a Strategic Contribution -

_Themie from *. - . -Findings from Interyiews and”  Reflection on-Findings to Provide "

- Literatire Review' . - ‘Stiategic Document Review . - .. lnsrght mto Reseamh Quest1on e
Theme 1

National Col 'Iegeof rel and

Theme 2

‘Table 4 Data Analysis ’l“emplate
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'3.‘8. ' Sele'ctr'ng a .éele.vant"l?ese—afch 'Topr'c

“In selectlng a research pro_ject you must choose your pl’OjCCt with care

[

It meets the. exammmg bodies’ requlrements
20 Is the research at_the 'correctlevel‘? (Saunders '_et al., 2007).-

3. "The researcher must be capable of undertakmg and have the required research
skill- set

4. Access.to the relevant data tGlll and Johnson 2002) and the relevant actors

5.}, There must be sufﬁc1ent time avallable to gather- the data o

6. -The research 18 capable of belng linked to academ1c theory (Rarmond 1993)
All the above elements have been taken 1nto cons1derat10n in the select1on and

development of the research topic.

3 9 Research Respondents

' _Head of Corporate Learmng & Development Manager has agreed to be the research

sponsor. A key element as outlined in the literature review-is the definition of what

HR value is as defined by the customer r-ather than the HR professional therefore it i$

‘essential that the actors who participate in this process are from outsrde the’ HR “

Department It is proposed to 1nclude the followmg personnel

1 ‘Members of the RTE Executive Board.
2. Executive Directors of Integrated Business Divisions.
.3. Corporate Level Special Advisor. -

The researcher has contacted the relevant members of the aboVecgr'oups to agree the

-availa'bility of »ﬁve"personnel to ‘participate in the interview process and- their

- willingniess to be interviewed and has outlined proposed solutions to-confidentiality.

3.1 0_.7 Timescale

,The t1me allowed is " sufficient to’ 1nvest1gate the research issues : subJect to the

restnct1ons set out in the limitations of the research.” Further investigation of the action

research spirals would require additional time and is considered outS1de the scope of
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the research Appendrx 4 outlmes prOJect phasrng and descnbes the tasks to be

- completed, timings and the key mrlestones, to be.achieved.

'3.11. Resources

The research design and data collection resources are as follows.

. Time of Intérview 'partic'i'p'ants, as outlined above:

" Computer and Printer available from Office and Personal'resources. -

Audro Recordm g Devrce and transcrlptlon services.

Access to RTE Corporate documentatlon through the Drrector General RTE personal |

a351star1_t

3.12. erltatlons of the Research

A key hm1tat10n is that of t1me ‘Actlon research rationale'_lrequire_s many “action

research splrals > {(Saunders et al. 2007)' The research spiral commences with context

and. purpose followed by dragnosmg, plannrng, takrng action and evaluatin g.

‘ Due to the time constraints of this research prOJGCt it is proposed to limit research to
‘the context and purpose, dlagnosmg and plannmg steps of the research spiral. It is:

.suggested that any- ﬁndmgs from these steps be recommended as further action aﬁer

the pro_] ect is completed

In terms of action research, w1th the 1nvolvement of the researcher-in the system therei_

s surpnsmgly large scope for unoons01ous introduction of" b1as 1nto research '

, (Cameron 1997).

'Another limitation is due to trme constraints, partrcu]arly due to.the current economrct -
' downturn can affect the degree of accuracy and care put into the completion of the

~actlon research.

The research_will be carried out within RTE'using solely RTE'per-sonnel‘_.

3.13. Ethical Issues

" The key ethical issue in this research process is interviewees’ permission to participate

and the use of their responses as part of my primary ‘research: This permission should

be assisted by keeping their name anohyrhOus also ensuring: that" no direct’

‘quotes/verbatim identify respondents.
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Another issue is the use of strategic documentation which the researcher has received

Ppermission to review and comment upon by the project sponsor. The final document is

considered by RTE‘ as “commercial in confidence.”
3.14. Conclusion

The choice of action research recognises the need to use different data collecti'on

techniques to explore the research quest1on Action research also allows the researcher o
“to be part of the system that is bemg analysed and the bias that this can bnng to the

- 'research must be recognised. Corey (1 953) defined actlon research as: -

“‘Actzon‘ Research is the~process by whzch practztzoners at_tempt to study their
problem's. scientificallyin order to- guide, correct, and evaluate. their decisions

3

and actio‘ns: ’

The 1terat1ve nature of actlon research w1ll gu1de the researcher to analyse the research
question, evaluate current actions therefore lead1ng to more 1nformed management

decrs1on makmg in the future A

National CoII'
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'CHAPTER4. ANALYSIS OF RESULTS

Just because something can be counted, it doesn’t mean that zt counts.” Albert

Emstem

4.1. Introduction

The purpose of this chapter is to report the facts that the research has. dlscovered
Included are verbatim quotes from interviews w1th a v1ew to 111ustrat1ng the rlchness of
the results that have been gathered There are two key elements to this chapter Flrstly

is the presentatlon of the- facts by 1dent1fy1ng patterns in the 1nterv1ew data to answer

the research questlon Secondly to communicate the answer to the research questlon to .

-academic and RTE management in a clear-concise manner.

" 4.2. Research s’ubje‘cts '

As value is defined by the receiver the research subjects that were 1nterv1ewed were
not: part of the-HR- unit: The research subjects chosen. were 1ntema1 customers of HR

value added services. All research subjects were members of the RTE Executive. R

. Board w1th the exception of a corporate level special adv1sor All research subjects

agreed to be: interviewed. w1th the proviso that no candldates would be identified and

- the contents would reinain confidential due to commercial sensmvmes Verbatlm

quotes are-hot attributed to individuals to protect their anonymity. The _1nterv1ews have

been attached in Appendix 3 but the names of the interviewees have been erased. The .

“interview transcripts containing the names  of the research subjects are available

through the author for any academic follow-up.

4.3. Exploring the Strategic Contribution of RTE’s HR Unit
The tapes. of the interyiew"s' were transcribed i-n'-to documents, for review. These

documents were then reviewed and analySed to gain dn understanding of the language.

‘This allowed the researcher discover the regularities in each interview and across the -

interviews. To analysé this qualitative data the reséarcher created a set of categories
based. on the themes and sub-themes. This helped gain an understanding of the
meaning in the text, in line with the themes identified in the literature review. .

Following a period of reflection the data was then analysed to gain an understanding of
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T hem_(_:;

Tablé 5 Data Analysis Template

.. Theme froin
. Literature Review.

‘the strategic contribution of RTE’S HR Unit. The analysis of the data is summartsed in

Fmdmos from lnterwews and Strateolc
Document Rev;ew '

admmlstratlve and routine work

Strategy.and SHRM

Transactional Work - “Transactlon
' - carried out in house with the exception of some |
R : portions of payroll and executive recruitment. -, -
1.2 | Corporate. HR | Corporate - are responsible. -for HR policies;
‘ -procedures, training and development employee L'
|.relations but is- not active as a strategic partner.
Industrial Relations process and partnership seen
't.as a strong skill set. ‘No seat at the Executive
o i Board.
1.3 | Embedded HR 6 IBD's, H:ghly skilled HR people w1th expert1se .
' ) “in their IBD. Know and understand the product 50 |
1. ' | ¢an coach and mentor line mariagefs.
1.4 | Centres of Expertise | There are no .centres of expertise ‘in the
L . ‘organisation as described .
1.5 | Operational Not found to exist - organisation size?
. | Executors ' -
P2 ﬁH%ﬁgt@g scﬁff; ‘
Al quﬁt31t;lYe j?é*"
2.1 Rareness and Competltlve advantage similar to ﬁrst mover
Imitability | advantage due to the TV licence fee. Public
» : service remit - balanced against this. HR talent
‘management and retention - succession. planning
, L ‘provides.rareness and is difficult to imitate. . _
2.2 | HR Competencies | High level of skill-set of specific individuals but
‘ this ‘was used as a measure of an .employee
| champion and showed weakness in other key HR
_ C units. HR is proactive :
2.3 | Human Capital Appropriate expertise to accomphsh business
Management | strategy — for example Radlo digital prOJect
2.4 | Alignment of Document review. Each IBD has its own chapter

in the strategic four year plan and in some cases
individual IBD's are not in line with overall
corporate. . No link between IBD objectives and
Corporate HR. Objectives set by Executive Board
with Managing Directors of each IBD and no HR
consultation - remember no HR seat again at. the |

executive table
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A

2.5

HR Performance .

Measurement

Skill-set high level of customer orientation
regarding viewership, advertlslng, talent.

Lot of

information on operational level. Information

regarding H&S, absenteeism, accrued leave with
no lmkage between the HR strategic value add ahd

e EETR

e.-sthe:\gnggglsa,twna i

Value Creation
' add value (in principal - some more successful
S A than others) ~
3.2 | Domains of HRM Between services and administration but not a
Added Value "huge amount of strategic influence..
3.3 | HR in Decision - HR involvement'in decision making is early to late
Making in line with Buyens, Ans de Vos model.
34 »Commumcatlon '

:HR heads in IBD’s believed by all 1nterv1ewees Jto ;.

what the customer sees as value :

Room for improvement acknowledged

I ’u FEEMA A, et VSFA'?&LW‘W- 'mss‘cﬁ *!j

Agfactogrep entative:a
e o ﬁﬁ‘xmw%mﬁs ﬁe‘i

4.4. The Structure and Role of the HR. Umt

A key element in assessing RTE HR umt is to look at it through the lenses of Ulnch’

“Roles for HR” and “Roles for HR in large organ1sat1ons

Ulnch (2005) suggests “Employees are 1ncreas1ngly critical to the success of

organ1sat1ons

-

an examgle from radio where some years ago-we redlised-that the skills that

-engineers needed in radio was essentially skills which are about IT, cbmputers that
) you needed people who understood code, protocols and networks and server systems

' and that you dzdn r need tradztzonal electrical engineers”

With emefging 'technologies the need to change skill-sets vis, evident ‘to the above. .
re.s'pon‘d'ent' and the ability of the HR uuit to react (or.not) is critical to the success or
failure of RTE. - With the onset of digital radio and tele‘vision this is cfltical, as the
mover of first aclifantage requires a lean and agile workforce that can react to change in.
the business environment. HR’ s assistance is such a change in skill-set the
organisation requires highlightjs’ how HR can be a strategic partner by being a change

agent. .
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Research Subject 3 rein_-forced-this by saying, |

“HR plays a very important role to ensure _tlzat the business adapts to whatever

”»

business environment exists.

Best practlce as 0utl1ned by academ1c research suggests the five roles for HR in large

organ1sat1ons The RTE HR: Umt has the followmg elements: -

1. CorpOrate HR centre which looks afte"r Policl_es_,vprocedures and processes,

“employee relations, recruitment,

i

2. Tra’nsactional Worker who are RTE employees who carryout day to day low

value add1ng (Spencer 1995) adm1mstrat1ve funct1ons

3 'Embedded HR in the IBD who look aﬂer ....... And play'the role of functlonal
- expert and strategw partner These HR personnel play the role of busmess

' expert, change agent, knowledge manager, and consultant.

There was no"’evidenc_'e of centres of excelletice.or operational executors as most of the

-administratiVefﬁmCtiOns are done in-house arid theré is a'limited culture of outsourcing "~
"there is currently _n_o need for such and expertise.- The review of the corporateliterature.
suggested a role for these functions to help reduce administrative costs and implement

" -new initiatives such as the leaming and development.and employee relations strategies.

4.5. Recognition of HR as a So»uiﬁre_'e'_ of Competitive AdVantage -

There was difficulty in identifying the concep't of competitive advantage .amongst a

. number of intérviewees due to the RTE’s publi¢ service remit. Research subject 1

qualiﬁéd it lnRTEaS'-"- - ‘ ‘ . ‘g
hzgh calzbre and high commztment should mean: that the pubhc would get a better K

service” . . : : : . .

'Research Subject 3 highlighted.the need for strategy-to support the business and that

i

”depena’s very much on‘ the quality of the strategy in-the first pla‘ce.

He went on to emphasise the central role of. Human Capital as a source of competitive

advantage to organisation in the context of the- ﬁnanc1al overhead of personnel
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“Which means attention to details, 'which means a high level of proﬁssionalﬁsm, which

| calls for consistency and I think if you get that you"re significantly adding valiie to the

business, particularly in a business where -50% of the costs are peoplé costs.”
Research Subject 4 highlighted the central role HR has in creating in competitive
advantage in the future outliried that '

“HR I think will be a vital part of that.”

In general there is recognitien of HRas a sourCe of ’eompetitive advantage.

Prahalad (1 990) root of competitive advantage recognises the ab111ty of management to
consolidate corporate wide: technologles and production skills into competenc1es while

adapting to changmg opportumtles The example of replacmg electncal engmeers with

ICT personriel is an example of th1s More ev1dence is requlred regardlng the pace of

' change which the researcher was unable to. 1dent1fy

Other. ev1denee.‘of HR as a source of competltl_ve;adVantage 1s in its own area with the
introduction of a.Human Resource Information System (HRIS) where research.suhjec_t :

1 outlined that: -

“we saw it with PeopleSoft, we changed the technical solution rather than change oir

work processes or how we 're organised”

. The inability of HR fo. grapple with the'change'management programme with the -

- 1mp1ementat10n of its own HRIS questlons whether HR is a source to bu11d strategic

level core competenc1es that are rare. and dlfﬁcult to 1nntate

: Ulnch (2005) outlines that HR personnel need to be competent must ant1c1pate

change, respond proactively, involving and commlttlng to line. managers being date

based, prioritising and ensurmg simple: successes, remammg close to the customer and

- using HR practrces to butld competitive advantage:

» In 2002 atransformation process took place. Research Subject 2 hsghll ghted that HR’s

1nput to this process was -

-‘-‘through that transformation process, some of them had been put-into HR when they
actually didn’t have an interest, ab’ilitjz or skills or coniribution_actuatly to make. They |
were sort of perhaps administrative type people, people witlt administrative skt'lls
Sforgive me I shouldn’t say that but it meant that they didn’ t know qutte what they were

at and they were sort of following orders and f llzng in forms
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Research Subject No 3 confirmed some of the skill mismatches’
“But look different peoplé. play to-different strengths, I think there is a case to be made

that perhaps some of our HR people aren’t as vocationally directed as they might have

beeh and trained as well as they might have been for-their current roles.”
But this has to be balan.ced against the commitr,nent of HR Professionals.
“Th’e commitment of all the people that I know is termﬁc 50 th'at s very positive.”

To deal w1th the business pressures on the orgamsatron RTE"s has developed a

.Strategrc Corporate Plan (RTE Strateglc Corporate Plan SPO7) It outlines the .

Afollowmg

“Creativity needs to be at the heart of everything we Ado:(RTE” s Visioh.MisSton Values

P2).”

' The RTE Strateg1c Plan outlines the 1mportance of the 1nterdependenc1es of * V‘swn,
) Mlsswn and. Values” on each other. The relatlonshlp acts as a scene setter on how

| - they can be used posmvely to satisfy the needs of the audience and stakeholders This

Strateglc Plan sets the corporate d1rect1on for the: _next five years and outlines the

objectives to ach1eve this (RTE" Strateglc Corporate Plan’ SP07 P7). Within the
. organ1sat10nal structure each Integrated Busmess Department (IBD) sets. out its own
. strategic plan as part. of the overall corporate plan This ensures l1nkage to the overall

_ corporate vision, mission and value in l1ne with corporate obJectlves Any short’ and

long term output from HR must be in-line w1th th1s plan and objectives in order to add

-value and hence contnbute to the: orgamsatlons revenue streams (RTE Annual Report _ ‘;
2007, P 12) | ' '

““To create a working-environment where As'(a‘ffa"t all levels have the commitment and

' eapability'to deliver on our current business goals and ‘where they are émpowered and

supported in contmually learning and developmg to adapt to future change and

challenge” (RTE Strategzc Corporate Plan SP07 P4),

4.6. HR Adds Value to the Organ_isation

The capacity of HR to deliver a strategic contribution was recognised by all people
interviewed.. ‘While it was accepted that HR had delivered astrategic contribution in

the past ‘particularly since transformation in 2002; it was recognised it had great

- .potential in the future.
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- Research Subject ] st_ated regarding the strategic contribution HR had: -

* “I think it does but how do you evaluate that, how do you come to that dnd went on to -

say. It's not-some‘kz'na’ 'o'f*second ﬁddle it’s-not some 'Hnd of ancillary.

: Th1s h1ghl1ghted the view that HR was cons1dered central to addmg value to the -

‘ organlsatlon he went on to recogmse the core Sklll in the orgamsatlon

“What’s the core skill, the core resource that we have here is people’s, for want of a

better wora’ creativity”

- All Part1c1pants recogmsed that HR had a strategw role to play part1cularly in the area‘ :

.Human Cap1tal management and the value that it can brmg to the orgamsatmn

" When HR is 1nvolved early in the strateglc planmng process 1t can add more valuef

- Buyens, Ans de Vos (2001) outline how- 1f itis mvolved at the very early stage HRM ‘

is'value drwen and it 1nﬂuences dec1srons is an 1n1t1ator and a guard1an of values.

On'ce the strateg1c plan had beeri drawn up HR had to implement. It,was not suggested

-‘that theybe 1nvolved in the Planmngprocess T T e

Research Subject 5 outllned that HR was not 1nvolved in “the early part ‘of the -

. development of the strateglc plan

”]t s probably a bzt more the later at.the moment, there isn’t a huge HR engagement in’

terms of the development of the strategic plan it tends to more the strategic plan is .~
“developed, it’s belng rolled out, there are particular targets and ambmons for different

-areas-and HR' works then with those areas to delzver fo the strategzc plan

' As such it 1s safe to say that HR in RTE is not value dnven but lies ‘between the

dntelhgent tool box. and executive HRM. This can'be assumed as coaching of hne

management occurs and there is a strong reliance on 1ndustr1al and employee relatrons '

' (labour relatlons) as confirmed by Research Subject l.

: “but by and large our- zndustrzal relatzons in- thzs place are very good and I think that's .

a tremendous success

* There was a view that HR was a service provider and not a value creator this view was

similar to the traditional personnel role outlinied by Holbeche (1999). If it added value

it did so at the micro level as a HR Serv1ce prov1der as outlined by Armstrong and

'Long (1994) For example when asked;
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‘Can the strategic HR rrianagem’ent add real economic value? The answer was;

“Certainly it can, I mean if you, for example in the area of industrial relations...’
This was a common thread across all interviews.

“So it's very important that the HR leadership is more tuned in to what’s required for

- the audience than what is requtred for it’s employees or for it’s managers They don'’t

» always have to be mutually excluszve but there is a przorzty and the audtenCe should |

come first:”
One of the key tools offHR professionals is c_ommuni(_:ation, Ulﬁch stfeSses' this p(__)int, .

“Communication programs become crzttcal vehzcles for sharmg mformatzon with’

employees and- thus become part of the HR.agenda.”

'Or_le_of t_he ke'.y themes from.all »thefinte'r'v1ews was the possibility of HR as a conduit

- for commuriicatiOn. Research Subject 1 highlighted

“] d pomt to thmgs like the establzshment of a staﬁ’ survey every 2 years wzth analyszs
and feedback ” '

.He went on to hi ghhght that there was a lot more emphasis on commumcatlons

Research subject 4 stated

Executzve board need to re-examine our internal commumcattons and- HR isa vztal»

part ,of that znternal commumcatzon structure e.

Th1s was -as- a result of a staff survey whwh h1gh11ghted poor oommumcat:on as a

- recurrmg issue.

4.7. Seatat the top Table
HR leadership requires collaboration throUgh the organisation.

“Being an HR leader also has implications for leading the HR Junction, collaborating
with other ‘fun_ctions,. ensuring corporate governance, and monitoring ‘the HR

community.”

HR is currently on the company’s organisation chart as a subsection of the Central

Shared Services. If the unit is to collaborate with other functions and participate in

~ corporate ;governance its current position in shared services makes its ability to lead

_tmtenable.
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Banﬁeld Kay (2008) suggests that HR should have a seat at the top table

The RTE orgamsatlonal structure 1s outlmed n Appendlx 1. Each of the IBD’ s has its

own HR team devolved to the individual business division with a dotted line into

Corporate HR, who reports into. Managlng Director Corporate Development The

. Head of HR.is not on the executlve board it is the Managing Director Corporate_

Development the de facto head who represents HR on the Executive board

There was agreement amongst the Research. S'ub]ects that the recent appomtrnent“of a
de facto representative to the exécutive board was n the right direction. But this falls }

short of Banﬁeld and Kay s recommendat1ons

The 'decentralised model leads to disp‘arate reporting ‘-st‘ran.ds, for embedded. HR

professionals across organisations. Where does the'ultim,ate re_sponsibility Tlie? Two

masters - therMana'ging Director of the IBD or Head of C'orporate HR.

4.8. -Conclusfon

A key to the succéss of : any organlsatlon is How it deals’ w1th business | pressures from

- its, environment. - Critical to th1s 1s a strateg1c plan which charts the future direction of

the organ1sat1on The success of any strategic human. resources plan programmer
initiative is its al1gnment with the overall strategrc vision, goals and objectives. To

prov1de value added act1v1t1es within RTE the HR department must move up the value

cha1n and provide service onentated outputs similar to those outlmed above in-line

with overall strateg1c d1rect10n and therefore add competltlve advantage.

B Human Resources must move from bemg‘- a Central Shared Service to a cofporate

: enabler for change and service prov1der dr1v1ng the organisation to get to the future

first (Hammel and Prahalad). Fa1lure to do w1ll lead to strategic d1ssonance in light of

:busmess pressures with the advent,of D1g1tal Terrestnal Television.

Does HR contnbute to the bottom 11ne of an organlsatlon’? Given that several large—

scale studies have proven that HRM is a crltlcal dr1ver -in-an organisation’s ﬁnanc1al

‘ performance it is imperative for HR and other leaders to understand the critical nature
‘and utmpst importance of understanding the effectiveness of all HR“ activities in
- creating value for the organisation. It is only through measuring of HRM that one can

really articulate the benefits of HR strategies in achieving the organisation"s_business

strategy'andlin the proeeSS enhance the credibility of the HR profession.
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addressrng the research 1ssue thus 1dent1fy1ng and emphas1smg contrlbutlons

: number of recommendatlons will also be made as to future research pI'O] ects Flnally,

CHAPTER 5 DISCUSSION AND CONCLUSION

The abzlzty to make good deczszons regardmg people presents one.of the last reliable

sources of compétitive advantage—smce very few organisations are very good at it....

Peter Drucker

1. Introduction
The objective of this chapter is to provtde;a synthesis of the:material analysed fo date. -
It is hoped to build upon the knowledge gained during ther‘pr'oject to ‘enhance future 4
delivery of SHRM in RTE. ‘The research question and objectives will be discussed.

" Analysis of the. research data-and its synthe51s into themes conducted in. chapter four

will be, discussed in an’ effort to ‘link the findings of chapter four to the 11terature
‘A

concludlng rémarks about the overall research Journey will be made

5.2, DiéédsSion

 The future business environment” for -RTE will be increasingly t-urbute‘nt and

u’npredictable The effects of the sudden economic downturn (affecting‘advertising),
Ir1sh Government stricter regu]atron (affecting ]1cence fees) and- 1ncreased global
competltlon for broadcasting. and sport. nghts (affectmg barriers to. entry to new market

segments) a]l combme to mean-a very dlfﬁcult t1me 1ndeed lies ahead for RTE

RTE must focus on its human cap1ta] and help €mployees to prepare for the future.
This can only be- done by HR personnel knowmg the external realities such as
: developments in technology, economics developments, globalisation and trends in
demographlcs.. HR personnel development should focus not_. only on pure HR training
and ld'evelopment but expanded horizons by insisting on business qualifications and
training to 'aug'ment their :skill set. - Today it is not enough to be just a good
admiinistrator. ' -
RTE vision mission .statement. focuses on the “Big Idea”-or a few key words that
express what the purpose and values of'the organisation are. The “Bi g Idea” on its own

is not enough. In order to build on commitment and drive improved performance HR

has to ensure it (the “Big Idea”) is understood across the organisation.
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HR by its policies, procedures and interventions provide effective support to the

elem‘ents of the ‘Big Idea’. Where this work is well communioated employees are more,

likely to feel satisfied and buy into the organisation. This then leads to higher levels of

organisation commitment, job satisfaction, lower quit rates, greater ~customer

satisfaction, lower levels of dissent.

Ulrich’s (developed from Donie Wiley 2008) HR Model is relevant and its

" fundamentals are outllned in Table 6.

f${ ?%’:’3{‘5 ;‘ A \
nctl nal*Ef’per

Table 6 Ulrrch’s HR Model

Looklng at'this through the pnsm of Ulnch’s model.

VStrateglc Partner.r RTE must now re- conﬁgure and re- strateglse urgently if it is to

" survive, let alone prosper, in the years ahead. . For certain, the future RTE will look and

“feel” very different to the one that_ex1sts now. HR can be a key enabler in this re-

configuration. HR’s involvement in this transformation process is crucial to ensure

* that the future organisations'shape is in line Wi_th new: ‘vi‘sion and objectives.

Functional Expert: HR.’s expertlse in this atea, w111 be called upon even more due to

the need to deliver value for money efﬁmency ine g

a. Recruitm'ent time and cost

_b. Constraints of Employment streamlining this process, automating it so that

it can be undertaken by less skilled HR administration.

c. 'HR_Systems 'Analysing and reporting on e.g. employment costs and
generally providing top management with timely, accurate management
information suppOrting informed decision’ making on employee numbers

skill competencies and costs.

Employee. AdvoeateIHuman. Capital: There is a tendency (understandable) for top
management to cut back on what they see as non essentlal employee programmes such

as development benefits, ‘perks’ etc. However HR will be requlred to councﬂ at times
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-against this sometimes short term reaction to a (very real) crisis. In order to do this HR

will need to adopt a realistic and business case approach when making its agreements.

Ironically enough one of the effects of RTE re-structuring is likely to be the re-
centralising of the devolved HR “community” and the appointment of a qualified HR

head to the executive board.

HR Leader: More so than in the “good times” if HR is to be seen as a leader it will
have to prove itself as a Strategic partner. To assist in this HR in the future can work
increasingly closer with the line to, for instance use internal resources, to develop

training, coaching and mentoring programmes

The devolvement of many HR functions to the Iine in RTE includes many HR
transactlonal actions and activities: HR ‘will be required to have a more in-depth
knowledge of the devolved transactlons to ensure that the process- is done and
measured eorrectl_y. This is the key to mastering the decision science of HR and

rethinking the organisation and its agility. -

In an ever changing future RTE fnust ensure connectivity to its primary mission, values
and objectives. HR will be increasingly challenged in this regard and must add value to
these aims. It must fulfil the roles of strategic partner by leveraging the organisations
Human Capital, providing informed deCieion making and being an Employee .

Champion.

Clear, consistent internal communication is central to creating and sustaining a shared

mindset of values and ethics in RTE. The worldwide'web, email and other

- communication technologies have made it possible for large organisations to

communicate in an efficient and speedy manner. HR encourages ‘face-to-face®

dialogue as the key to clarity of message and meaning — this basic but most effective

" method is suppbrted through use of any of the other methods towards greater

understandings.

5.3. Research Question

Exploration of SHRM:

Does RTE’s HR Unit deliver a strategic contribution?

It has been illustrated in the previous .Chapter that the RTE HR unit does provide a
strategic contribution but not at the macro level described by Armstrong & Long

44



National College of Ireland

1 | Settin te ‘

(1994). In an organisation such as RTE where there is a high level of technical

each objective.

.V Chapter )

5.4. Research Ob)‘ectives

innovation; creativity and .artistry the human capital is central to the success of the
organisation. The strategic contribution from the HR unit must be at macro level if the

organisation is to be at the cutting edge in its business sector.

In chapter three the researcher outlined the research objectives for the dissertation and
the methodology to achieve them. Table 7 is a reconstructing of Table 3 objectives

énd methodologies. The purpose of Table 7 is to demonstrate which chapter achieved

enhancements to the
future-delivery of
strategic contributions
in RTE.

"Scene : ,
2 | Literature 1 Gain an understanding | Carry out a literature review
| Review ' ~of strategic human | and synthesise existing _
| resource management | academic literature in orderto | - .
and how it can add gain an understanding of
value to an strategic human resource
“organisation. management and how it can
' add value to an organisation
3 | Methodology |- _ .
4 | Analysis.of |2 Identify if the RTE Carry out a discovery process
Results Human Resource with key strategic actors
(HR) unit does deliver | (Primary Data).
a strategic . -
contribution _ :
3 Build upon the Analysis and interpretation of
knowledge gained in | literature.review, questionnaire
| order to suggest: | data (Primary Data) and |
enhancements to the | current strategic plans, human
future delivery of resource plans and practices
strategic contributions | (Secondary Data) in order to
in RTE. suggest enhancements to the
future delivery of strategic
contribution.
5 | Discussion |3 Build upon the Analysis and interpretation of
.| and knowledge gained in | literature review, questionnaire
Conclusions order to suggest data and current strategic

plans, human resource plans
and practices in order to
suggest enhancements to the
future delivery of strategic

Table 7 Chapters, Objectives and Methodologies

contribution.
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5.5. Recommendations

It is recommendation that the people who work for the embedded personnel in any
restructuring of the organisation become the operational executors with responsibility
for individual casework, operational tasks, analysis and reporting, delivering
initiatives, implementing business initiatives, or implementing initiatives from the
centres of expertise. They should be tasked with transforming the business
requirements driven by embedded HR professionals into an operational plan with

innovative HR practices that are driven by centres of expertise.

The Head of HR must have “Command” of HR personnel and not a dotted line to
embedded pefsonnel in the IBD’s. This-is not possible as part of a shared services
centre on the side of the organisation chart. The only solutidn is a seat at the top table
without compromise. Tokenism in the form of HR being answerable to the head of
Managing Director Corporate Development will not suffice. If HR are to collabofatc
wjth the other functions in RTE, play a role in Corporate Governance and'monjtor the

HR and business community.

Due to the hea\.ry reliaﬂce on the elements of a high level of technicai expertise 'and the .
need for highly creative/artistic personnel it has meant that the focus on the. skill-set
and calibre of HR professional may not be as sharp. Due to the high- financial

commitment in personnel the ébst of getting HR decisionslwrohg ’cam'es a hug.e risk. |
To mitigate against this risk the calibre and skill-set of HR personnel must also be of a
very high standard. HR must not be the “dumping ground” for staff who fall below
expectations in- other areas. A succession plém should be develéped‘ across:fhe HR

function to plan the career paths of all HR personnel.

A HR professional development program should be initiated to train inline with Ulrich
(2005) blueprint for the futire, the HR value proposition. This will ensure that HR

professionals have a full understanding of
1. Egtemal realities of the business environment. -
. 2. Are aware of externél and internal stakeholders needs.
3. Can craft HR practice to add value.
4. Have an awareness of the HR resources they are building.

5. Are professionally committed and competent.
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The development and implement an internal communications pblicy and system. This
sysiem will assist HR Professionals as a value added service in spreading the corporate

message.

' The_ Strafegic role of HR is to fundamentally impact on the organisation at every level.

HR must '_rndximise and align itself to all the corporate objectives of RTE. Its focus is
to add value directly and indirectly to the bottom line both long term and on a day to
day basis. ' ‘
5.6." Future Work
Future résearch work that must be undertaken should be in the in a number of areas.

1. HRin ¢ommunications and how it can add value to the organisation’ .

2. Why HR should have a seat at the top table.

3. Training needs of HR professionals

5.7. Conclusion

This thesis has been.a personal journey for me. Along the way I have come to realise .
what a compl‘ex world we live in. In this environment we are asked to make real-world

decisions that affect our own lives, the lives of others, the organisations we work in

" and society as a whole. The way we make decisions must be taken in the context of -

our own bias, the context of our working environment and that of society. Gaining an

understanding of this for me has been the most rewarding aspect of this personal

: joui‘nej'/.

The success of any HR organisation or initiative should not be measured by how well it

is planned, designed, implemented or reviewed but on how it adds value to the

organisation by creating competitive advantage that can be sustained into the future.

This is the key to the organiéati'ons success in the future in light of technological
changes such as DTT, economic trends driven by the current global downturn, Ireland
and the worlds changing demographics and the globalisation of the world’s market

place.

The ﬁlfn, “The Right Stuff (Kaufman, 1983)” outlined the qualities needed to take man
to the moon. Similarly, RTE must find the right calibre of HR professional and

organisation that understands our new business challenges and act at an operational,
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tactical and strategic level. The key issue for RTE is to recognisé its Human Capital as

an intahgible resource that is rare and difficult to imitate and the key to future

competitive advantage.
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Company Overview — Radio Telifis Eireann
Introduction |

RTE is a statutory corporation created by the Broadcasting' Act 1960 as amended by
subsequent Acts. New broadcasting legislation is imminent and will be critical. from
RTE’s point of view. Essent1a11y the new legislation will introduce 1ncreased

regulation into the broadcasting environment in Ireland and will affect negatively '

 RTE’s revenue raising capacity as well as its ability to secure access to license fee

income -

Str.ategy

At the head of RTE’s strategy lies the dictum:

Puttmg the Audience F st

Thus RTE str1ves at all times to server its audience with service offermgs that sat1sfy a

real need of its key customer segment — the people of Ireland (and not just the people

~ in Treland). To-do that RTE must take account of a number of key issues 1ncludmg.

[a——y

- The continuing entfance of new operators into the broadcasting arena
The. continued consolidation of formerly competing media — which increases
their power and reach’
3. The increasing number of unregulated TV Broadcasters operat1ng in Ireland
"~ targeted at the Irish market :
Technological advances continue to lead to 1ncreasmg turbulence in the
environment
RTE’s strategy is to:

™

Ea

Grow revenues

Control and manage costs

Set the standard for quality output and content in Ireland
Be a technology leader -

:h-b.)l\)v—t

RTE has a rolling 5-year plan to ensure implementation of these goals.
Structure
RTE is divided into five integrated business divisions (IBDs). These dre:

Television -
Radio

News
Publishing
Networks
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e Performing Groups

RTE Secretariat

RTE Television

RTE Authority

— Internal Audit

MD Television

RTE Radio

RTE News and Current Affairs-

RTE Network

MD News &
Current Affairs

Chief

Legal

Group IT

Property & Services

—— People Payments

Financial Officer

RTE Publishing

Director of

Group Treasury

Communications

RTE INTEGCRATED BUSINESS DIVISIONS

Television

RTE operates two complementary free-to-

air television channels:

= RTE One - the home of authoritative
television news and current affairs
coverage of national and international

stories. A comprehensive range of home-

produced Irish factual, entertainment,
drama and lifestyle programming is
complemented by selected acquired
material.

* RTE Two - a mixed-genre channael
appealing to niche audiences across
the schedule. During daytime its
primary focus is children and sports;
in the evening it targets viewers of a
young mindset with innovative drama,
entertainment and key acquisitions.

RTE Network

RTENL - provides a national transmission

network, for RTE Radio and Television,
TG4, TV3 and Today fm. It also rents
tower space on its masts to local radio

stations and a range of entities invaived

in broadband, mobile phone networks,
the emergency services etc.

RTE EXFCUTIVE

RTE Radio

RTE operates four radio stations:

= RTE Radio 1 - with news, information,
feature strands, debate and sport.

« RTE 2fm - the national leader in talk and
popular music for the under-35s.

« RTE lyric fm - a classical music and arts
channael.

« RTE Raidié na Gaeltachta - an Irish
|anguuge service, similar in content to
RTE Radio 1 but with special attention
paid to traditional music and local news
in the various Gaeltacht communities.

RTE Publishing

RTE Publishing operates three of

Ireland’s leading media services:

= RTE Guide - the best-selling Irish
weekly magazine.

* RTE Aertel - the leading free-to-air
teletext service.

= RTE.ie - the most popular media
website offering a range of free web
based Online services.

Group HR

RTE CENTRAL SHARED SERVICES

RTE News and
Current Affairs

* RTE provides independent, accurate
and impartial news and current affairs
programming, in both languages, across
all services, including radio, television
and RTE.je.

Perform
Groups
RTE is a major contributor to the arts in

Ireland, and operates five performing
groups:

« RTE National Symphony Orchestra.
« RTE Concert Orchestra.

« RTE Vanburgh Quartet.

* RTE Philharmonic Choair.

« RTE Cér na nOg.
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Extract from: RTE Vision, Mission, and Values.

A Strategic Framework.

vulu.' Our aspirational future

How we need tc behave Why we exist

¢ neck

Better, together

RTE’s Vision is to grow the trust of the people of Ireland as it informs, inspires,
reflects and enriches their lives. RTE’s Mission is to nurture and reflect the cultural
and regional diversity of all the people of Ireland, Provide distinctive programming and
services of the highest quality and ambition, with the emphasis on home production,
Inform the Irish public by delivering the best comprehensive independent news service
possible, Enable national participation in all major events. RTE’s Values are to operate
in the public interest, providing news and current affairs that is fair and impartial,
accurate and challenging, Connect with our audiences by understanding and satisfying
their needs, Deliver a value for money service, Be creative in everything we do, Be
honest and transparent in all of our activities, Take personal responsibility for pursuing
the organisation’s goals, Be responsible to our staff and consider everyone as an
individual, Optimise the performance of each person, department, division and the
organisation by working together, Respect each other and our diversity, Take pride in

everything we do, everything we are and everything we create.
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Research Questionnaire .

Exploration of Strategic Human Resource ‘Man_agement in RTE:
Does HR Deliver-a Strategic Contribution?

Iqtroduction"

Good morning / _aﬂemoon my name is Niamh Killeen from HR in Performing Groups
and 1 am co,n‘ductingwsOme in-depth intefviews with s1x senior members of staff for a
thesis I am writin_g. Thank you for agreeing; to pa'rt:icipate' in t'he‘ research and can |
assure you that everything you say is-confidential. I will be g‘roupirig the responsés'énd-
no-‘i,ndividuallls will be _revcaled in the. dissertation: The interview lasts approximately

40 minutes and if there is ariy‘thin’gv__that;isw not clezrr‘ just -ask me to re—phrasé' the

question. I have an audio recor_d‘er that "is_‘purely'to' aid me for transcription purposes —

are you happy for us to begin?

Respondent mformatlon

Can you'tell me a little bit about your career history / path‘7
‘Can you tell me a little bit about your role in RTE?
How long have you been with the organisation? -

What, if any is your exp_e_'rien"c__é of the HR unit in your ar‘eﬂ? .

L S sv‘.—'

What type of contact, if any do you, have with that umit?
6. Does your role require interaction‘with the HR unit - 1n what capacny’? -

Understandmg the HR umt in RTE

| 1 What is. HR? What is your understandmg of HR" Can you ¢elaborate?
Desctibe the HR function in RTE Corporate?

"What is your understanding of how'it operates?

o

To what extent are you aware.of the current policies, practices and processes
, - undertaken by the HR unit?- S . .
5. What changes, if any, are you aware of in the HR function (Corboraté or IBD)

over the last 5 years? (Since Transformation) = . o
6. What are the strengths and weaknesses of the HR unit (Corporate or IBD)?
7. Does.the HR unit communicate effectively with the other business divisions?

8. How. does it perform overall versus other divisions?
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9. Can you reflect and comment on the effectiveness and'aéhiévernents of the HR
' unit as you have expenenced it over the past five years
10. What obstacles would you see as blocking the HR un1t from being truly

effectwe and reachmg its fullest potential?

‘HR:and. the current économic env1ronment

1. What are the current challenges facmg the HR unit? ‘

Can you descnbe the busmess pressures which RTE i is currently fac1ng‘7
How is the economic downturn impacting on RTE? '

.- How is the organlsat1on deahng with t_he‘current economic environment?-'
WHat internal changes hatfe‘you noticedﬂ due to the econornicv‘clir_‘nate? :

How is thi_s;_‘irnpactin‘g on the HR u_n_it‘;7 '

-\1-9.\@‘#‘&»!9'

. How.is the HR u‘n’it.l’eading’ it the d_evélopn'lentr_‘of curative and remedial -
' actions in the current climate? | ' |
HR and a strateglc contrlbutlon
1. In’yom opinion can you defme 'vlkhat'strategic?human resources mana'gelnen't_' .
"is? ) | - -
"~ 2. What does this involve? '
- 3. :I‘)oes the HR unit succeed'ir_l deliver a strategic eontribution to ,the'
organisation as a whole? (If not why not?) o
4 How-can the HR unit add value in RTE?
5. Is the HR unit: ahgned to contr1bute to the long term ob]ectlves of the
. organlsanon or is it merely seen asa- servnce provnder to internal customers'
/line management" A _
T 6. Howis this, reahsed and measured‘7 _
7. l In what way'is HR connected to strategy is it via business partnersh1ps‘7
8 Can the Strategm HR Management enhance orgamsatlons competltlve :
» advantage" If so, how can’ thls be realised / measured" ‘
9. Can the Strategic HR Management add real and measurable economic value?
‘ -If so, how-can this be realised./ measured" '

lO What value added services do the HR unit provide" i

Naﬂﬂna';CO';' ol relend.

11. Who are the customers. of value. added HR services?
12. Wh1ch of these do you feel is the most lmportant role wh1ch the HR umt can
fulfil?
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13 What lmprovements could be made to enhance the role of the HR un1t in RTE
_ 1n order to add value? °
In surnmary :
. 1 Thinking about the topics we ‘halve cove'red is there-anythin'g you would like. to" - (
‘ add regarding the role and effectiveness of the HR unit? Anythmg else?
2. 1 youropinion should the HR unit provide a strateglc contnbutwn in RTE
7 and what steps should be taken to achieve this? Can you elaborate?
On what basis could the role of the HR umt be shaped to dellver ma]or
lmprovement in the mternal and external commumcatmn channels of RTE? -
4. .How can th1s impact on the dehvery of the strateg1c mtent and message to
- the varlous stakeholders‘? | ‘ . ' ] B
5. Aln your opinion what are the Key challenges facing the HR un1t in the commg
- imonths" And what about the orgamsatlon overall? :

Thank you and close 1 apprec1ate you taklng the time to complete the 1nterv1ew

. Everything you say w1ll remain conﬁdent1al and.1 will be groupmg the responses for A

my: report SO no one 1nd1v1dual will be revealed

Nationl Collet
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‘ Intervnew Transcrlpts
. Research Subject 1 Interview ' : N
“Text Hidden to protect. anonym1ty of the subject W1ll be marked as follows “XX

'N‘K‘,'

eoflreland

Q | ‘,
=
E NK:
Z

NK:

"Ans:

NK:
- ~Ans:

Ans:

Ans: -

So Subject 1 thank you very much for meeting me, can. yo'u tell me a little bit

about your career history path and your role in RT. E, how long you’, ‘ve been -

with the orgamsatton ‘
“XX

‘ 'XXBQ )

So you' ve had a good mix,

; Yeah

o And what tf any is your experzence of the HR unit in RT E Sorry in your areq,
what kind of contact do you.have with it .
B U would. actually be easier for me to talk:about the “XX- XX expenence of

the last 6 and half years than the: present expenence

-j‘-And‘thz_ztwou‘ldb'e betté_rfor“me IR -

Yeah, this is a tiny department and it’s not -’

Great and that s better for me.as well

The significant thing about the “XX - XX’ HR arrangements are that they
are now about 7 years old, getting on for 7 years old-and they are HR

- arrangements which reflect the way the organisation  was restructured, about 6
'years ago we achieved the creation of what are ealled integrated business
_divisions, “XX ~ XX” and television etc. and in" “XX - XX and
telev1s1on and each of these units, lets call it that. there is a HR structure which N
1is of course r_elated to, answerable to: centralised group HR but has. developed.
* over the last 6 to 7 years in response to the needs of the area in which it exists
" . 80, that’s the case in'radio and there is a team there of, a total of 5 people:
There is a head of HR in “XX XX” and there are “XX XX” people .
‘working with him and they propose pol1cy and administer the HR function if

you l1ke for “XX XX”

Great ok, what is your understanding of HR :
I mean rather than rattle off some pat definition, I think that what HR exists to

~do is to find and then to develop the tal_ents that are need, in our ¢ase, to
.'provide the public with the best possible services of broadcasting and media

and to do that in a way that respects the legal entitlements and the natural
dignity of the people who are so recruited and who are so employed and
engaged, now that’s quite h1gh level but that’s I see it :
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No that s grand can.you descrlbe the HR. functton in RT E corporate what’s
your understanding of how that operates

That is to establish the policies and procedures that ought to apply throughout
the organisation and to-keép an oversight to ensure that those policy and

“ procedures do apply and that people behave ‘consistent with them, so you:

don’t for instance have a set.of values about how people are'to be remunerated.

" ‘in television Wthh are dlfferent from those in “XX © L XX or the news

room

And to what extent are you aware of. the current polices, practices and -
processes undertaken by the HR Unit

[ suppose I'd have to claim to be very familiar with them naturally, just to sort
of name things that have happened in the medium term past, I’d. point to

things like the establishmetit of a staff survey every 2 years with analysis and

feedback. -I'd say that there has been a lot more: emphasis on internal

L commumcatrons I'd say that staff induction and training and has been
professmnahsed sharpened up, the standards of that have improved. -Id say

that there: has been, most recently thére has been an attempt to resuscitate the
partnershlp movement but that’s been sort of overtaken by some IR issues -
concerning pensions and right now, this question of salary reductions in the
present climate. There has been. the adoption of a PDS system for manager
with a centralised pollcy on remuneratlon based on PDS those are some of

. the headlmes

-Can -you-talk-about the changes with the-business-divisions having their-own- ---- -

HR units, so what changes are you aware of in the HR function, corporate- or
IBD over the last 6 years or since the transformation .

Well I think that there has been at a very, very basic level, we now know how
many people are engaged. by RTE and in what categories of relat1onsh1p, we
know that definitively now in a way that we did not. know in the Past, you.got

. different nunibers dependmg whete you went to ask the question, that is no

longer -the case. . I think that in the IBD’s, certainly my experience in
“XX XX is that there was-a very good _knowledge of the people working
there, of the difficulties they faced, whether they were-professional and
common to a team of workers or whether they were personal to do with health
issues: or family concerns or the stage of life that people were at, there is a
very, very find detail and high quality .of. information and I think, I mean I
would have to pay tribute to the people who work in HR in “XX .  XX”, T
think they’re very, very good people and I think that they give an awful lot of
themselves and I think it is true of people like “XX

XX” and so on'that they have endless time for people and there is a
toll that goes with that but they are very good at the people side of the
business.
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What are the strengths you named some there and the weaknesses of the HR

. unit again corporate or IBD whichever you wish or both

I think that there is this, an awful lot depends on the quahty of'the 1nd1v1duals

who are in place in diffefent parts of the organisation and I think that’s true-

not just in HR but it ‘would be true in many aspects.of our work whether it’s
programme miaking or the financial function but to mention a couple of things

that 1 would perceive as things that we could be domg with and this isn’t to.be
" critical or but I mean these-would be sort of suggestions for consideration. I
_ think that we as an organisation need to be much more aware of what-it is we
expect of people, ~very often people.who are good at functions are promoted to
lmanagement positions and respon51b111ty to lead groups, historically we have
-not given them what they need to do that, even at the basic level, I’'m not
.aware that we have a system for sitting down with people on their

appointmient as managers and doing what the jargon today would call an audit

- of their skills. We.don’t sitdown and say to people, have you éver chalred a

meeting, what do. you think a meeting is for, do you imagine that there are

_different kinds of” meetmgs ‘that you might have different objectives, that =
some meetings might be vahdly discursive where other meetings are about.
- - saying, we need to do this, we need to have this done by Friday and Joe
- BIOggs is 'responsible and he’ll answer back next week as to where wé are on
it, ‘have you ever opened an excel spreadsheet and what do you mean when -
you talk about somethmg bemg strategic, there is a lot of jargon that people‘_
‘pick-up and they use and you wonder, you really wonder sometimes. So I’
' think if ‘we had some structured way of addressing that kind of need, I think
- - people would be-better at what we’re asking them to do.--That’s one-example-
that I could give. Another example I could give is speaking as someone who.

was once, very recently responsible for a total of “XX XX people, no one

ever came to me off their own initiative and said, what do- you think HR
should be doing for you or with you and that might sound like a very, very

.. severe criticism-and taken out of context it would be-a severe criticism but you
‘mean other things were happening, other policies were being developed and
- other forms of initiatives about communication or developing E-training that

people would ‘self administer, all of these things were happening but I’'m

- talking about - somethmg which is a bit more reflective, where somebody” -
" actually said to you what are the things that you find difficult about this

because managing “XX XX people ain’t easy, it’s not, it takes a lot out of

you .

And espec1ally the artzstlc temperament in there '
Yeah

That’s a fair point.. Does the HR unit communicate effectively with other
business divisions

A lot of it depends on the way that the HR manager in each division relates to
- group HR. I mean'] always felt that and judged that “XX XX

was able to tell me what was going on, to anticipate things, to say to me this is
coming down the track or I'm having a difficulty with this or we’re having a

disagreement with the centre about.that but we’ll work through it ‘anc‘l this is
~ how we propose to work through it but if it hadn’t been “XX =~ XX, if it
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~ was somebody less able; Tess competent less soclally skllled it could have ",
_ been a different story _ : :

- Can you reﬂect and comment on the effectiveness and achzevements of the HR ‘
‘unit as you've experienced it over the past 5 years

Well I'll give you a single example, we’ve had a.lot-of organlsatlonal change .

' in 5-years, the last'5 years-until 8 months ago they were- apparently prosperous ‘
' years and there was a good flow of money and all the rest of it but we have

had very, very successful ‘management of iridustrial relations. We’ve had &

" tradition and even in this current difficulty where we’re looking for salary

cuts, T think that the quality of conversation with the TUG, the representative

‘groups has been good, I don’t thirik it has been as good with the:managers and -
- | that kind of takes me back to my point about our historic shortcoming in-
.- skilling up people when they become managers. At one level I wonder why.
_-the managers have a representatlve body at all, at another lével :I know why'
but there is a bit of @ conundrum in there, you.know and people s ability is» = -
sort of to be on one side. of the line wheri it suits them and when 1t doesri’t.suit. - -
- them to stép across to another side, that’s a litfle bit strange, but by and large '
- our industrial felations in this-place are’ very good and I think that’s a
B tremendous success, ; : : '

The. IRT has- been very Successful isn’t’it as well _ K
Yeah : : o oo

effecttve and reacking the ﬁ;ll potential or it’s full potential

and’ providing the trainirig, taking the initiatives about going to divisional

- heads, who are often people, lets be frank, who wouldn’t. necessanly welcome
_ somebody commg and saying you know what do you think your shortcomings
are-in managing people you’d have to put the question in-a different way but
it does take some resource to do things like that and it does take people, you,
can only do ‘that if the people who are gomg to do that sort of work are
‘respected and command respect

It s tricky

. It’s tricky and again I think you have to invest in the cahbre of’ people who.

can do that "

And believe they can

And also who can talk the language of the business in general because like a-

. What- obstacles woula’ you see -as blockmg the- HR- unit ﬁ'om being- truly tos SRS

- That’s harder for me to say because my recent experience has been of a lot of
“satisfaction with the HR services which were. available to me as a d1v1s1onal‘
. head butI suppose taking initiatives about identifying what skills people need

lot of disciplines HR has developed its own language, vocabulary, jargon in - -

more recent years and sometimes you can be sitting listening to this stuff and
you could be saying, ah come on

What are you really saying

Yeah or don't- give me that guff. A classic éxample of it would be if as in-an

area like “XX . XX", 74%, yeah I think it’s 74% of your costs are hard .-
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~ fixed costs which are to do with'engagement with people, if you're going to

reduce. your costs or increase your -discretion over your costs .in
“XX XX, you've got to do somethmg about that getting that 74%
reduced and you know.if you’re running a-“XX XX business you tend to

“look at HR and say what are you going to do about that, it don t need a whole
lot of stuff about psychology '

_Movmg onto HR in the current economic climate, can you talk a bit about the

current challenges facing the business and specifically the HR unit.

adopt, how do you re-design it,-how would be restructured. If you restructure
you’d be looking at addressing your cost base, in the present. climate anyway

- you have to look at your cost base so' you come to this-question of ‘what can

you afford to be doing and inescapably when you go ‘into that temtory there

. are questions like.severance packages the permanency or impermanency with
~"which people are related to the organisation; the whole or part time nature of

their relationships, the seasonal or non-seasonal nature of their relationships;
thls is 'a whole area that I would put top of the list of challenges

Ho_w.is the organisatio_n dealing'wz'th’ the‘ current e_conomic envitonment and
what inteinal changes have you noticed due to the econ_omic climate
The organisation has identified it needs 70 million in cost savings, it has

- - sought-to-secure of the 48 million that-it still-needs;-less-than-a-quarter;-a little -

bit more' than 20% of that from personnel related costs, these are the sort of
things the organisation is doing, it’s seeking to negotiate those savings. The

fear would be that it’s. takmg a lot of time, that it takes a lot of time to do that

‘The challenges there is 3, money, money, ‘money, that’s the problem at the - |
moment, beyond that is a question’is if the money, money, money doesn’t get
sorted out and if it does, what’s the best shape that this erganisation should"

and that. we might just run out of rope. Another view would have it that this .

~~whole. thing could become so fractious or could quickly fall off the cliff and
" you would be-into bad industrial relafions and even if you had something like-

. --a short, sharp strike, any of ‘us who has expenenced these things in the past.
know how long it takes to rebuild, Like the last. -major strike was' 1992 and it

was 1997, *98 that we started to work. on_pannershlp and that- was 5 years on.

We had set up the IRT in the meantime which was keeping us out of trouble .

very successfully but beyond that it took a long, long and when we got down

to it the building of trust, [ was very involved in that and it was hard, hard .

work, it took 2 lot of time so you don’t want to go there

It’s a bitter draw isn’t z_'t; no one wins ever. How is the HR unit leading you
with development in curative and remedial actions in the current climate
Well I think, it seems to me, from what I'm hearing that there is good

engagement and that HR is central to that: So far so good-is what I'd say-

about that

Ok. HR and the strategic contribution, in your opinion what is strategic
human resource management . as opposed to the general HR we've. been

- talking about

I think when you talk about strategic you have to be talking about what it is
that the organisation exists for and how you can help to achieve what it exists
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' "orgamsatzon asa whole - :
. T'think it ‘does but how. do you cvaluate, that how do you come to that
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for. I would have thought that if you're gbing to talk about strategic things,"

you’re talking about HR having an'understanding and working on the basis of

an understanding, a very profound understanding of what the core business of -

the orgamsat1on is and that’s why-I think it’s a good thing that the HR units

are inthe IBD’s because people who are working in HR in “XX XX” .
~ know the kind of people that they’re dealing with, that’s vital and they also sit -
'~ at the meetings where the priorities and objectives.for “XX. * XX are.set; |

think that’s really critical. I think that there’s often today, I suppose it comes
out of the kind of market dominance which had infected thinking for a couple
of decades now that many things are measureable or quantifiable in ways that
[ think that-they aren’t. You know I think that very effective HR behaviour
has a feel, has a feel for how things are, a sense of how things are, it’s not just
about, it’s very important to know that you employ “XX XX people this
month and that’s a full time equivalent of “XX XX and that’s 8 below
budget or 6 over or whatever it.is; it’s very important to know those. thmgs but

it’s also important to have a sense of who these people are and to the extent

that people have a collective mentality’ or-a group instinct or a herd mstmct
that you know what those forces are. So.1 think- that HR should be- very, very
closely engaged. but it should also very usefully stand back .and sort of say

well, you krow there’s a dynamic . here. that’s ot working, it’s _
counterproductlve it should do those things. Look to be very concrete about

it, I've given people jobs and 2.or 3 months later “XX - XX has

' come into me and saying,“it’s not working, he- doesni’t-listen or he’ s good at

this but he’s not good at that and thén you end up working with HR to fix that.

Now I would never expect HR to sit at an .interview board and ‘say you’re.
- making a catastrophically bad decision, I.can see this in 6, I don’t expect

people to have crystal balls but when-there is‘a problem that’s where yougoto - ‘

-get it fixed and if you could someliow move the empha51s away ﬁom fixing

the problems. to cuttmg them off

Does the HR unit succeed m dehvermg a strategzc contrlbutzon fo the

You hit on some of this, ‘but how can the HR add value actually ddd some :
. value and is it inline to contribute to long term objectzves or is it seen nearly

as a service provider to the line mangers or internal customers

It’s not some kind of second fiddle, it’s not. some kind of anc111ary, it’s not.
some kind of thing that you have ]ust because thére’s employment. law.
What’s the core skill, the core resource that we have here is people’s, for want

- of a better word, creativity and I’m not going:to say the management of those

people but the conducting of relatlonshlps between and with those people is.

- absolutely essential to their giving of their best and that’s why you need wise -
‘people, talented people in HR because a lot of us simply just don’t .

communicate well or we, you know we get possessed of a notion and we

_ decide that if’s important but we don’t actually convey that other people or
- secure their assent to the things that we believe in so this whole thing of -

identifying what’s important and getting as many people as possibleto belleve

in the same thlngs isa crltlcal role
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So ifit’s aligned and it’s contributing, how do we measure i .'
“Well I suppose you can have measures which are, I don’t know

It doesni’t have o be crude

- You could look at things like, -numbers of -days lost through ill health,

sickness, you could look “at the look .at the number of requests for part time
working , you could look at the levels of involvement in team meetlngs or
local partnership activities or whatever, you would look “at all these things.
Measurables, the thing with people measurables are very difficult but they can
only be at that sort of level;, where as they say you compare yourself; you
benchmark - yourself against other organisations or bodies that are .in
comiparable fields of activity and you look at things like.number of sick leave
days taken and all these sort of things, that type of thing but T think it’s also

- very important as part of the quality.that the service gives that you would

measure such things such as numbers of days trammg or types of training that
are offered to people, I mean so long as the training is sibstantive and it has
good quality itself, those-are important mdexes of investment in people so you
should have such things ' -

Ok thank you. In what way is HR connected to strategy Is it via business

partnershlps or

- Well most obviously that you would be able to say that 1f we’re to do this kind

of work these are the sort of people and skills that we need.- I can give. you an R

example from “XX XX where some years.ago we realised that the skills -
that engineers needed.in “XX XX was essentially skills which are about
IT, computers, that you needed people who understood code, protocols and -
“networks and server systems and that' you didn’t need traditional electrical

engineers, you need a small number. of such people and therefore you.do- two

- things essentially, those who are there in service, you would identify those
- people who-are capable of acquiring these skills or:the extent to.which they’re

' - capable of acquiring these skills” and - ‘your tecruitment or replacement of
people. as,théy love would .be dictated by that insight, that.you need. people

- with’ those sort of skills'and that was done, 1 think, rather successfully when
“XX  XX”wasdigitised. And it has also changed the complexion of R

Can: the strateglc HR management enhance the orgamsatzons competztwe
advantage and if so, how can this be realised

~ Very difficult to know about the competitive advantage of an orgamsatlon like

this. I think you have to be very carefyl when you talk about competitive, it’s
not, you know you’re not talking about Tesco versus Dunnes Stores, you
don’t have those sort of comparators but yes it can of course, if you recruit the

right people and if they are developed properly you will be in a better position

to serve your needs, some of the nieeds-that you need to serve are probably
best done, you know as they say outsourcing or contracting skills from other

specialists outside the organisation but the calibre of -people and their
commitment should, the high calibre and high commiitment should mean that’

the public would get a better service

Can the strategic HR management add real economic value
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“Ans:*  Certainly it can, I mean . 1f you, for example in the area of 1ndustr1al relat1ons
if you can'promulgate a well foundéd sense of the quality of employ‘ment ‘that
exists in a place like this, I mean if you can manage people’s expectat1ons for.
the size of the pay packet by inviting them to, persuading them to reckon in -
_.such things as the working environment, the ease of access to the site by
public . transport, the provision of childcare services- onsite, educational

o mange the narrow expectation of the size of the wage packet, yeah that’s a
oo very clear example of it

NK: - Who are the customers.in your mmd of the. value added. HR servzces .

Ans: - U1t1mately it should be the public, it should be the public so if the HR" act1v1ty
s correctly aligned with the objectlves of the organisation, the value should be ‘
. going to'the public. There are many cultures in-an organisation like this, if a”
member of the publ1c contacts this place with a complaint and gets the head .

" bitten off them, we’re not domg things right so if more of us realise who pays .

© our wages. and we should behave differently ’

NK: You're-experience in “XX XX has been very positive Sfor lots of reasons

o people being the most important one obviously, if you were to take 'more of an

_overview, what improvements could be made to enhance the role of the HR
unit in RTE to add value

resources and the people to take the kind of 1n1t1at1ves ‘that offer support in’
ways that are based on a through understandmg of what. the organisation
- ought to be-about and if those people understand the: organisation sufficiently
well, if they’re sufficiently knowledgeable abouit it they can argue through all
the different bailiwicks, which have their own ideas of what the organisation
is for. I mean crudely, the newsroom thinks that broadcasting is news, there
would probably be people in the finance function who think ‘that the purpose
" that we’re here for is to make.sure that this is run to the highest standards of -
-professional financial operat1on ‘there are people in “XX .

- XX who believe that they’re the only people in the organisation who. should
.',be entitled to licence fee funding because they’re the only public service you'
. know, there are‘people in the orchestras who don't have much of a sense of the
+ organisation at all, they come to work and perform music and their sense of
RTE and that has been like that for 30 years, all those things have been true
for 30 years. Those are conditions that you have to keep working with, so you
need a HR function that can recognise that but it can always talk persuasively
to it, you know particularly when the pressure comes on, can persuade those

people, saying well hold on a second now there-is a bit more to this than

NK: Nearly there, thanks very much, speaking of _commumcatzons on what basis

~ could the role of HR be shaped to deliver major improvement to the internal
, and external communication channels of RTE :

Ars:  Ithink that we are an organisation which has the apparatus, the- paraphernaha

' - the whole panoply of communications, we have intranets and we have RF

feeds and the DG can go and does very well stand up in front of people but the

~ key to communication always seems to me to- be local effectiveness and it’s

about getting to that level where if you or I are managing 8 or 10 people;

N ati.onal College of | reland
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we’re not dodging them; '\Ave re- actuélly able to sit down and say to them

here’s what’s happening this week and we don’t say things to people llke r m’

only telhng you this because they tell me I'have to, you know

In your opinion should the' HR unit provzde a strategzc contribution in  RTE
and what steps-should be taken to achieve this :

Well-the answer to the first part. 6f.the. questloh 1S yes it:should.be' make. a ', K

strategic contribution. [ think that the way it should be done is through, I’

mean - obV1ously you can have various reporting relationships and so on,
representation on executive boards and things but there are a couple of thmgs

that are actually key activities like the development of the strategic plan.and it ~ .
~ seems to me that .that’s an area that HR must be centrally involved, must be
- centrally involved, half the’ cost of this organisation are tied up.in people % 1n

“XX . XX”.and more in performing groups probably. So you've got to be
there, HR has got to be there in'the strategic planmng ' .

Because . then zt can tmpact .on the delzvery on your strategtc intent and '
" message to the stakeholders ;
Yeah, [ ' mean at a very fundamental level you could say to people look you -

cani-handle it as an objective but if- you don’t actually do this, that and the

other. you re not .going to get there

Last questzon or second last question, in yoi;r opim:on what are the key:

challenges facing the HR unit in the coming months and what about the

"“organisation overall i

1 think that HR’s contnbutlon as- 1 sa1d earher has to be geared to RTE’s

: _‘mlss1on values and objectives but'in this present climate the question of what -
RTE is - becomés more difficult to answer so the biggest challenges is
‘operating with uncertamty, acute uncertalnty, I mean there is always, thereis a

chronic ‘level of uncertainty in an operatlon like this but I’'m' talking about

" acute, really sharp uncertdinty in the. comlng months. ‘Beyond that even if you

think .about the elections last week, we’ve now have .a situation of political

~ uncertainty- where a Government will try'to hang on for as long as it can but
- maybe derailed very qulckly in which case the proposed 1egahsat1on may not
be enacted, you could have a new ideology in power and people might say.

well' we don’t want this broadcasting bill, it’s; all that could happen

Uncertainty
Uncertamty

T hanks very much, is.there anythmg that you would lzke to add regarding the |
" role, - effectiveness, anythmg else at all that I haven't - mcluded any

observations

T'don’t think so.. -
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I'm with “XX XX, you know who I am and thanks for

agreeing (o participate. So I'll start with.questions about you first, so if you
can tell me a little bit about your career history path and your journey to

© where you are now I suppose

“XX

and in your current iole, so roughly whit:has your experzence been, if you

had fo outliné your.contact with HR and the units

Tf 1 take the “XX " XX” project first because that was primarily a

finance HR, well actually strictly ‘'speaking a HR project and so “XX
‘ XX was here at the time, he joined at the same time that I came and

then he left after, I don’t know about a year or something and then there was.
- a gap before “XX - _ XX” came in. At that-time which was

'~ 2003, RTE having come through it’s transformation, miy impression was that
© it was very much a HR ofganisation in disarray, that would be the honest truth
and that were people had ‘through’ that transformation process some: of them-
had been put into HR when they actually didn’t have an interest, “ability or

skills or: contnbutlon actually -to make. They were sort of perhaps

Enjoying every inute ofit
It’s-fascinating; absolu'tely fascinating
Obwously you've had experzence wzth the .HR umt w:th XX XX

administiative type* people, people with administrative skills, forgive me-1

shouldn’t say that but it meant that they didn’t know quite what they were at
and they were sort of following orders and ﬁlhng in forms and -

Reacting -

Yeah, passive and reactive, very much the classical and tradltlonal model and

1 was amazed about that because I had heard a lot about this transformation
prOJect that had happened here in 2002, however, as I say part of the getting

“back on track was PeopleSoft so that we would at least know how many

employees we had and what categories of employment contracts they had and
we went through a-lot of that with “XX - XX etc. Anyway
and then there was the actual change process if you like of putting in
technology into what was now a distributed HR System and I have, I’'m afraid,
I just den’t agree with the way the central functions have been distributed into
the divisions, I've never agreed with it and I’ve always argued with my Lord

- and my master and my other Lords and masters about it because I think that
- the central functions of finance, HR and IT should be centralised and that it
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hasnt worked by puttmg it into the d1v151ons instead we have redundancy
essentially and people who are just duphcatmg works. Now I know the old
argument which I've heard’ especmlly from the centra] HR people which is

they’re left domg all the work otherwise but at the moment, 1 just don’t.think

it’s efficient. I see the logic of why it was done but. I don’t. beheve it is
efficient and I don’t believe it’s the best structure in any case, I'm going off
on a tangent, : S

I suppose just for myself well you've . already demonstrated  your

understanding of what HR.is and the functions that exist with it and we've hit

corporate. there. I suppose the understanding of how it operates or how it

-should operate or how it does operate -+
Ok, alright. yeah the theory 1 suppose is‘one th1ng and the practlce is drfferent '
_.always and I suppose, obviously I have. my.own biases, so I'm coming from, I
. ~'have seen very, véry, very good and efficient strategic HRM in the multi-
national section, I have seen atrocious ‘HRM in the academic sector and RTE-
- is.somewhere in betiween 1 would say, so in. terms of, well I think it’s in. the.
-overall context of ‘the organisation and it’s purpose and it’s strategy sand what
it 18 seeklng to achieve -and that- as a result -of that, once the. strategy, the
strategy comes first and then the structure and HR is there to fulfil that on -
behalf of the organisation and it is genuinely really realising it to the people ..

because that is what the organisation is. The old traditional -approach which is
as 'you mentioned there passive, reactive, :going to a more proactive,

_ .innovative, inclusive, forward looking innovative kind of thinking of HRM is
" crucial to any organisation-and you would have thought an organisation. like- -

RTE, especially as a media communications-company should be very much to

.- the fore. Here wé just.have to remember history for a minute and hlstory here .

isthat: apparently and this is. my received wisdom-and not my own experience,

"~ 'that. engmeermg predommated but programme suffered, programme output is .
what we’re about, programme is kind, content is king and therefore HR just.

like IT and to a lesser extent ﬁnance are seen as-necessary evils almost, a

- suppott systein for that which I belleve is again, 1ncorrect - There 'doesn’t have .
to be one or the other; we can have an 1ntegrated ‘strategic - approach which
recognises how ‘important it is to take a strategic view on- HR as well as a -

strateglc v1ew on our content and our output

So there has been big changes. %en you came in were the IBD s developed
They had been, just recently so there as a lot of settling down or not as the

case may be and that was what I felt that there was this redundancy in the

orgamsatlon

"~ And we have all the various dlfferent HR Marconi sites :
Yes which was mad to my'mind but again I think there is the stated strategy |

and I mean the whole point really is organisational culture isn’t it, | mean it’s
all very well me to talk about the organisation and the strategy and the

~ structure but the culture actually is crucial and part of the culture here has

always been a non-sharing, a keeping to ones self and arguably part of the

whole IBD devolvement was in order to get people fo work together and for -

costs to be traced within each division and to know exactly what are the inputs
and the outputs, just putting it at a very fundamental level and hence they
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. wanted to inélude HR, finance people etc. But thaf’s just too crude as far as
I’ concerned and it doesn’t have to be like that, you can still track all the’

~ costs associated with the production of television for instance, for want of a
. better: examiple, or radio or the web s1te or whatever W1thout having all of

those individuals located there

So like strengths and weaknesses in the HR umt there is strengths maybe to
leave it as one body or the IBD'’s what way would you be-

Well again [ think it.goes back to the fact that we can’t take it out of context

we can’t solve it by itself, we’ve tried that with technology and T had a lot of

_experience with that here too where we took technology and we tried to fix it

-and-you can’t fix it by itself, similarly you can’t fix HR by itself. I think in
terms of strengths, I think that if we think “about- sort of models of HR
management, what we have here.is a very strong, some might call it old
fashioned IR kind of model where people have taken great delight in‘saying

that it’s very successful and it works really-well and we have the IRT .and the.

Labour Court.and blah, blah but I.would have thought that that is not as useful
now as it.would have been perhaps 10 or longer years ago and that for now we

“need a better approach, a new approach that-is genuine-and is more inclusive

and I don’t sée that in the cuirent, especially particularly right now thé current

. . circumstances in which we ﬁnd ourselves, which Im sure we’re going to
. come onto

.....

Yedh I suppose as we can’t take if in isolation. Are you aware of policies,

Absolutely all the time and through the DG’s office “XX
XX

- At the very outset.. What obstec'les would you see as blocking the HR unit
from being truly eﬁ’ecttve and reaching it’s fullest potentzal and 1 know to

contextualise within the organisation
Yeah but if you look at it within itself, I d1dn t actually. quite .answer your

question. I meéan I think that there is some fantastic strength of experience in -

terms of the individuals who have been working in this organisation for, I

don’t know, a long time and often goes unsung, that would be the other thing,"

so one needs to acknowledge that. The HR unit, again I’1l go back to the
beginning part. which I said, the structure. The fact that when the IBD’s were
devolved in 2002, that there was no head of HR on the executive board, just as

~ . ‘there was no head of IT and this is where I say I’ve always argued with
everybody, there was never anyone on the executive board who agreed with -

me on this, which is interesting in itself, obviously I'm wrong but well in
faimness I did try to convince the DG that we needed somebody. from IT. “XX
XX actually did convince him that he should be there for HR but
unfortunately that was short lived as he left after 12 months. When the
replacement was made it wasn’t at that level equally in terms of IT, there was
an attempt in 2004 to get somebody to fill that position but there was no
appointment made, so instead we get, heads, we have the group head of HR
and then we have the group head of IT and they are reporting to the a member

of the executive board, so I just from the start that’s wrong. I remember
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, talkmg to-a manager in telev151on that we .won t name who sa1d to me ‘one
time, laughlng, oh I’'m in charge of HR here don’t you know and I thought
’ 'you kinow absolutely nothlng about HR and that just. showed me the lack of
_respect by the programme makers actually and the people who come from that _
background for people who work in either HR or IT or finance or legal or-any
other sort of service if you like, corporate service and hence you get here this -
: 'huge antagomsm between the corporate centre and .the .divisions and the -

d1v1s1ons see corporate as always 1nterfermg and trying to control or whatever

“And what do’ they know
" Yeah they know nothmg about

You htt on. Somebody else Anne talking about the IR and we'’re in a.
..particularly, difficult economic climate at the moment; every company is but
RTE isn’t-exemipt from it. With IR ir. mind or what we should be really callmg
- partnership, what are the. partzcular challenges you can see facing the HR .

unit and with the business pressures that are facing RTE
Well partnershlp is the word; that is the ideal; I think the difficultly is the

disconnect between: Janguage and action. - Like we have on our canteen printed-

our. wonderful vision, which means nothing to people seriously and T would
argue that people don’t even realise, the senior people don’t realise that other
people in the organisation haven t-a clue what they’re on about when they talk

- “about strategy or the strateglc plan or whatever; a list of objectives that weve -
"got to achieve or whatever but there is no- ‘personal connection. Like in other
_organisations, Intel is the one because it’s like an army, I can remember
“ within-about a week of being in Intel you 'were passionate about Intel’s goals

" . and achievements and how did they, the strings of the culture and for you to

- -take pride-in being part of it and I think here because there is sort of a feeling

that creative people have to be left to do their own thing, that actually means

. that it can feel as if wé’re in a rudderless ship and I think actually what were -
- seeing that it’s a sort of a light touch, you know easing the ship along without

: ,Wantmg people to think they’re being managed to.a fault but I think the side -
‘that we’ve got to' be careful -about it that what we' don't get then is any .‘
collective sense -of working together and -even - -within the d1v131ons the

division are, you know they work against each other, even within the
divisions, t€ams as we know programme teams, news teams they work against

each other and that’s all seen as grand' because it helps competiveness and
creativity and innovation but it doesn’t work on the organisational level and-

therefore it falls to HR in a way that it shouldn’t to somehow try and become
the glue that brings together and they can’t without the actual strategic

‘business leaders i.e. the executive board members taking that leadership
position. So I think it’s a, actually a crisis of leadership I would call it and I -
have said that before although nobody agrees with me and a lack of a sense of -

urgency about how important it is and now I think that we’re coming to the

_crunch, just to go back to where you started with the question because I think .
- that laise fair, it will be alright-on the night, we believe the best in people and

all of that goodwill stuff has come under tremendous pressure ‘and as a result

~ of that people are going to be held to account i.e. the senior people are gomg

to be held to account
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And you know you talk about Intel you knew after a week that you're part of

it, it’s such-a contradiction when so many people would love ajob in RTE and
. it’s a place that’s sort after-and you say to people you work in 'RTE and

they’re engaged tmmea’zately, the other people might have been Pphysicists or
astronauts, it doesn’t matter they " immediately jump at RTE and go, so
we 're failing very badly - :

We re falllng 1nternally

When. they come in
The perceptlon outside is entlrely dlfferent to, I thmk the reahty w1th1n

We don't engage. wzth it, 1 don’ tknow we just don t'seem to keep it
gomg to keep going’

Or it will go nowhere _fas‘t'
Or. it will. go the Wrong directic')n '

The wrong road; - Like how the orgamsatton is dealing with the current
- economic enwronment the internal challenges and how it is zmpactmg on HR,

: It’s like we don’t value it, it’s like a relationship unless you work at it, it’s ot -

I think theré is notices up in the-canteen; there is notices on Marconi, so do

you maybe want to say Somethmg about that about the TUG arid MA

Yeah I'm probably- not- being’ specific enough, 1 ‘think- that HR is doing
; ‘everythmg it can, I. ‘think the senior management in general, in conjunction " .
. with HR are domg everything they p0531bly can and indeed with the trade.”

union representatives and we can see like-from the 3am meetings and all the

.- rest of it that’ they’re working very hard to try to find a solution because
nobody realises the danger more I believe than the people who are in the trade -
" ‘union group and they- are ‘damned " if they do and damned if they den’t.
. Théy’re being castlgated by their mémbers on the one hand, they’re being sort

of whatever, argued with on. the other. They’re trylng to do their best and 1.

~ think the difficulty here always is trying to keep flexibility. . Its when the', |

intransience comes into- play and people take positions and they harden, you

: have no hope under those cifcumstances and that is the worty now that Wwith

. this ballot and all I'm hearmg is that they’re going to-say no and then whatj

* and trust of course, you know where is trust, it’s very damaged under these
‘ circumstances and if people. dont have trust and respect then they are not .
“prepared, they don’® t see it as we’re all in this together and we’re all trying to -

" pull ourselves.out of it together it’s the us and them and really when that kind

of mindset happens, it’s extremely difficult because it has to happen

- throughout the whole organisation, it’s not just HR obviously.. HR are there -
as facilitators essentially in this process and they seem to be doing a very

~ good job, the people that ] have come across, so they’re doing their best but if

they don’t have the 1eadersh1p from the people for the executlve level they

can’t do any more than that -

They're probably tzea' in terms of the remedtal actions they can take and ,. ’

anything curative they can do, so while you come up with great plans, you

really need them coming from the very top table and there is.no seat at the top -

table for HR, there isa. quasz maybe
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So now we: have somebody recently who obviously has been catapulted into

w1ll ‘help

. And much needed

And much, much needed but that is a huge ask for somebody who is;new into

L an organlsatlon and where: they don’t actually. command all of the ‘people in

- HR and that is part of the difficultly that they must, in these - service -
. organisations of IT, Finance, HR, they must work with the divisional
‘managers and. try to get, sort of work through them and with them to mobilise

the people in each of those divisions and that is extremely difficult for
somebody who is coming in from the outside. Now you can argue they have

an edge in that they re new and. they’re d1fferent and they might be listened to '

as-a result -and hopefully they are- but it’s a bit like the: famous RTE line
Accord Across which T think epitomises everything to-do with RTE, you’re’

never in charge of X, you’re ‘always across it and you re probably one of the.
‘number of people who are across it, which means once the thing doesn’t work,

you’re not held to account and “there, is a lack of accountablllty in ‘this

organisation which is remarkable

And it links into leaderShip because if you don’t now who’s actually.in charge’

and who is accountable well you ‘re not gomg to feel a sense of leadersth or -

bemg lead -

'.Yeah that s ght-

‘ It sums it all up. You understand strategzc and resource management and the

language around it. We've talked a-bit about it but does the HR unit succeed
in delzvermg the strategic contribution -

‘ _You re very good, you keep coming back to the same thmg and I thmk they
-can tunder the current 01rcumstances ' r

" As a whole ™ ‘
~They can’t because they’re not set up.to, ‘they Te there mamly at the moment

to keep the thmg running, to fill the forms, to recruit, to hopefully develop
training, we used to do that and manage people out in etc, etc.. Deal with the

many disciplinary actions, bullying etc all that stuff which is réally important _

and I think an awful lot of the time of the HR managers is. taken up with that.

~kind of thing and that’s all necessary, however, I haven’t seen a strategic HR

plan for the organisation, there something other than that strategic_ corporate
that I'm sure: mcludes HR but it’s nothlng, it doesn t inspire you

It’s not like you d expect or hope for
No so there is a lot more that can be done and hopefully with the new person

* in charge of corporate development, that isa p0551b111ty

Where can it add value.in RTE
Well if you just think about strategic HR generally and what 1t can do and not
do and think about that through properly managed the great things of

innovation, differentiation, competiveness -blah, blah, _employee work -

satisfaction can all be achieved if it’s done propetly and again I'll take the -
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Intel example, do you know. what 1'mean and I mean people who don’t work
in corpanies like that would quite often just denigrate it and say oh it’s
stakeholder wealth and it’s all about profit, actually it’s not it’s about pride
and achievement and being respected and that’s really important and that’s
crucial 1 think to how people are in their work and we all have to work and-
you don’t just do it because you want the money, you do it because you’re
interested and you want to achieve somethmg So at it’s basic level you’re *
talkmg about innovative remuneration systems, ‘we’re talking about what is
called employees voice, allowing people to participate and collaborate and be
heard. Thinking, about all of the obvious stuff like the workflows, the
recruitment, the development, the training,. all of that kind of thing and even
just the work organisation and-1 mean we’ve had little attempts at change

. management here, is all I would call it-and I>ve seen that most particularly in
“the IT area. There is. a huge need for a huge need for a serious change

management and instead all we get are exactly it’s a little bit of this and a little
bit of that and we don’t and in the end we saw it with PeopleSoft, we changed

‘the technical solution rather than change our work processes ‘or how we’re

organlsed or whatever. and there’ actually comes to something whlch is -
probably very controversial and that is the fear-that exists in the senior
management to do anything that would actually upset people so much that

. they might stop doing what they’re doing and that’ s the situation we’ve now .
engineered ourselves into curlously enough

- Fear of when. you open the can of worms.
_ Nobody gets fired, all that kind of stuff

I thmk would it be falr to say that some of our IR agreements reflect that
- I don't know them that well : :

But some of them would reﬂect what you 're saymg not all ‘but the older ones

‘ would certamly reﬂect
- It’sa passwe o

'A first aid _]Ob was done

But that’s where also, that in this comes down the devolution or devolvmg of
leadership and. ‘management and in fact we don’t have it, we have a hugely
hierarchical kind of structure, which. is- not approprlate cither by the way to

~ what we’re tying to be doing, but it doésn’t encourage any kind of innovation -~

and it doesn’t have that accountability that we were talking about earlier, it

| ~doesn’t encourage that at every’ level because if you have accountability at

every levél and again in a multi-national- company you know that this is what-
you have to do and you’re going to be held.to acéount for it, not anybody else,
you you re the one and we know we might all be across the same project but -

" my contribution to. this project is what I'm gomg to judged on and that gives
- fantastic clarlty :

And teamwork then because you 're gomg to compete almost to get it done for
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Well absolutely because you collaborate also, I mean those were the most

' collaborative environments for me, those multi-national compames and even

though Iwasa manager, it was irrelevant

It was about the contrzbutzon not the

“Yeah

Well it brings us onto the HR unit contributing to long term objectives of the
organisation or is it merely seen as a service prov;der to internal customers -
. and line management ' .
Well at the moment it is seen as a service pr0v1der ‘but it should be.crucial to

.the long term strategy and the strateglc dlrectlon of RTE.

‘And if in an za'eal world; whzch we’re not in, 1f you wanted 10 realise that HR
_would be a strategic partner for RTE, Itow wzll we: measure it, zn really what

you 've been-saying before I think

Well the ﬁrst thing is the Director. General did insist that we would have a

Managing Dlrector of Corporate Deve]opment he has Known for sometime
the need for that and he put that in place, he. tried .with technology again as
you know but it didn’t work so therefore there is the realisation of how
important it is and I presume it’s shared by the exécutive board and the
Authority. So now it’s up to the rest of the organisation to help. that along as
well which goes back to leadershlp at the top. ' So' you know therefore,

-hopefully, in this new regime we will have the opportunity to do the things

that we talked about, the remuneration, the work systems, the work flows, the

“organisation generally -and trying to become a genumely ‘open kind of
' organisation where people are valued

So then what gets done can get measured .as opposed to sometimes we're
thinking about the metrics before we shoula' be actually doing so.we can say

- performance management

Yeah there is a tick box, a mentallty which doesn t help

. So we need to I suppose to the. buszness Strategy‘and be more strategic in how

goals are set, how business objectives are laid out, connected in some way "

Yes, you'know as I do the way real strategy should be done which is it’s set at -

the top then it’s cascaded and you have operation , finance plans which -

support the realisation of the objectives. [ don’t see that here desplte the yoke,
plan because that’s too regimented and segmented

Well you-can hide a lot in
It doesn’t and there is so much in that you lose sight of what’s actually

important. We want clear statements of, a gehuiné statement which is actually .

our people are our greatest assets, hello, I mean its so obvious, if I didn’t have

* them what would we do and valuing that and how you show: that value it’s

not just. about money it’s about all sorts of ways or recognlsmg

The challenge for say the new member of the executive board to connect, 1

~ suppose is to connect with the breath of RTE and the breath of what we do
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That s rlght yeah from perforrnlng groups all the way through to the networks )

and whatever ‘

And how can he be helped with that or how can the'say ‘t'he top of RTE ina

strategic wdy help support that person going out because we know he’s new,
he’s time for the culfuré, what could be put in place, I'm not saying what is

-And I don’t know what. they’re actually at, thats the other point, assuming -
that they’re .at somethmg, if we were newly appointed, what would we want..
We would want to create our own strategy wouldn’t we based on the general '

strategic overview ‘and it’s not enough to sort of say, we’ll try not to loose 68

million but that’s rather important but having said that, in that new role'you .

‘'would be lookmg at-well what are we at and how-is. this relévarit to strategic .
HR and I presume that is what is happemng and at the moment he is just taken .
up with current problems but if you were than you would be, you, would be
putting together teams of people, looking at various things, like I was writing ™
these down as I'was. thinking about this Just before you came in and thinking
about what are the important things, the culture, the trust, the. fléxibility,
thmkmg about innovative kinds of ways, lookmg .at -the people. who are’

_mvolved in HR;. thinking about the structure, is it the best at the ' moment or

not, I meéan I know. that the Director General. expects the riew Corporate _

. Development person to come up with proposals for strategic- direction, for
strategy, for structure, for orgamsatlonal change etc, etc, so I presume that that
* is'in his 6 months’ to a year'plan. 1T think the difficulty is hecan’t do it by

himself so that what we need that once he comes up with his plan that that is
taken by all of the people at the executive and that it’s not just his problem,
it’s their problem because part of difﬁcultly “is the segmented into the
divisions means that 'm ok over here in television, 'm grand and you’re

struggling there in radio and good luck to you, J’m still ok and that hasn’t.
worked becausé you don’t see the cohesiveness that should be there even

despite the Director ‘Generals attempts to bring it. together Because they are

* safe in the their own little turrets they Just don’t do 1t

And it's dzjﬁcult in say the current economic, an observatzon whtle the '

current economic climate; why do we have two orchestras
That’s probably legislation, that sorts that '

Yeah but you know that parts of the orgamsatzon wzll turn on. other parts. .

- They do that’s right

Instead of supportzng and saying well we gave back 3 million and that’ s why-

you can continue to do this programme or whatever it is
No instead you get the all defending their own little patch

That comes back to the leadership and the overview

all

And that is a change probably
Is 1t :

It does and the lack of feeling that we are all RTE, we don't get that feelmg at’ e
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Yeah r thznk itisa b1t of a. change from years. and years ago but that s only my

. personal because I'm here since I 987 .

But that’s valuable because when I arrived. 1n 2003 I d1dnt see, it was I'm
telev1smn and I’ 'm- radlo or I'm whatever

We probably Just a bit more unsure of who. we were and what we were but it

was more of a mix, but it was certainly more lead by engineers and maybe

that wasn't the best thing for the organisation but who are we to say Anne
Well the question is what’s needed .now, regardless of what has been in the

~ past and what’s the best we can take from the past into the future and clearly a
very well articulated strategic HRM policy is cruc1a1 and the commitment that -

the recommendatlons will be acted on

' So we 've' gone. through the value added services, zt s lzmltless what can be

added on,. I'mean the world is your oyster, you . could become the new Google
oF whatever great. :nternattonal company wzth good work life balance -etc,

elc .
‘ Nothmg to stop'us, | mean we haven’t really talked about commumcatlons
- but internal communications-are atrocious;. I mean that’s worth reminding
'.ourselves about and- something that the previous 1ncumbent tried . to ‘do

somethmg about and “XX | XX was,somebody who was in charge of it but .
‘they left but I think this person clearly is.aware that ‘communications- are

cruc:lal so hopefully agam there is a plan and a strategy for that-

1’ s a great contradlctzon Jfor an orgamsatlon that is supposed to make zt 5.

money out commumcatzng with the public. -So improvements, I could go on
and on wzth a list, I'm not going to go through all of that Anne, you added

communications there and thanks about that. Is there anything else about HR

effectiveness, HR unit siratégic , anythmg at all

I just have the feeling that morale i5.very low in the HR unit, ‘that’s just.in my
encountér with 1nd1v1dua1 people and Ithink that is a terrible «crime; I’ d go so
far as t6 call it a ctime because it’ S 80 1mportant and again maybe I'm now

falling into the same category, well we’ve a new-person in charge and he has -
- to worry about it but he does have to worry. about that because bu11d1ng up, in
~any division when you take it over as a manager and morale is low, you have
a huge challenge there-and a huge opportunity to bring people to the promised.”

land essentially wh1ch involves a change of programme and that is why I'm

assuming that this is'going on in that persons mind and they’re thinking about

how best what changes to make structurally or otherwise: to. ensure that they
will actually get the best out of the individuals who are there, out of their
experience, out of their commitment and to make it, well you know. God
forbade fun, that they actually feel good about it rather then sort of creeping

- around the door thinking oh do [ have to come in here again -

Satisfaction I suppose
Yeah

Pride, back to your pride word : -
Its pride, I think it’s about pride and feeling that you can achieve something
and not feeling that, putting it negatively but not feeling that you can do
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' nothmg ie. feelmg that you can actually make a dlfference and that your

contribution really counts and I don t. feel we don’t feel that- throughout the
place at the moment : :

And that can certainly add huge value to. any orgamsatton

>Yeah

- You won’t see-it in money but you’ll see it in other monies

No you’d-see it in everything

We 've talked abouit commumcanons and the key challenges facmg the HR unit

. in the.coming months and organisation overall .

‘Well they have to be the champion don’t they, the: HR un1t las to be the

champion and even if people don’t want to listen to it; that it it’s légacy or role. T

and in many ways how these current discussions go with the unions and ‘with
the staff about pay.‘cuts and all of ‘that is gomg to be a testament one way or -
another to the effectiveness of the HR unit in RTE but not only then as 1 sa1d
at the start they could be left sort of holding’ the baby. '

Hopefully it won’t’ be only a'timie will tell thing and there is some- find of

longer term thinking behind, even packages they come ouf and you talk about = -

morale, we all could be talking about morale being low and communications
poor and not having a massive sense of, some people, about where they are or
their worth to the organisation. I think if we have an exit of people who won t
be replaced, that’s going to get worse

That would be atrocious

There has to be a plan

7 Yes"there has to be a‘pla'n, plans even '

Plans for the varioits areas that would be effected and for the employees

'Like I mean you werit through it in 2000 when you had all those redundancies,
I went through it in “XX. XX, I was there after the major redundancies =
in “XX XX but Twas still unfortunately at the-end of the tenure there  ~
1 had 1o make people redundant and the only good thing is that =

“XX: XX” was a very good company and we madé it as attractive as -

. possible to people and for the most part they were fine, however it’s still

psychologically huge and the worst part is the survivors, they don’t.
necessarily feel lucky that they didn’t get out, they begin to think Christ I
should have taken that package and look at' so and so now -and he’s got his
own company or whatever it happened to be and managing that fall out if you

- like that’s the real challenge because then you might have let 10% of your
~ staff go but you still have 90% and you want to try and bring them up and
“bring them to a point where they actually feel delighted that they’re still part

of it and that’s the real challenge. So I mean, there is just so many different
levels of challenge here for RTE and they are crucially related to HR pohcy

Ok, thank you very much for your time
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Ok, I'm talkzng to the “XX ' S " XX
in RTE who. joined the company in “XX xxr, “XX XX~

thanks very much for talkmg to'me. Just going. to have a chat everythmg you -

say is confi dential and it’s for my dissertation inthe NCL So Just to start up,

‘can’you tell me a bit aboiit your career history part;and your role in RTE
“XX )

C XX

Ok 1 know .XX . o XX vlvhat‘ifahy is your.

experzence of HR unit in your area

Well .in a sense 1 would- have, Just In my area because I’ve made 1t my .
- business to'try and get an impression of the HR in all areas: My impression- of

the HR would be that it is, it has a large number of people in administration, it

has bégun to adopt best practice regarding ‘what they call the HR Business
. Partner Model and what else I think maybe 1f you re a bit more specific I can

"Don’ t.worrjy 1 ll come down'to th'at‘.so you have contact'obfzio'usly with HR.

and the various IBD’s and indeed your overall responsibility, the seat at the
top table for HR so your role does requlre interactions with the HR units, in

“what capacity

Alright' ] think that’s an 1mp0rtant one. I suppose the first thing which I’ve

been asked to do and 1 have asked is to work alongside the HR director to
revisit our strategy going forward into the future. In other words what are the

best HR initiatives, best HR plans that would best fit with the business plan
going forward. Now ‘there is an issue around that which every business is

: facmg and that is around ‘the current recession or depression whatever way

Y

U, 30 mﬁﬁs 'z.ai:iﬁa.a !
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you want to describe it. Is this an interim emergency or is this somethmg ,
that’s fundamentally going to change the landscape-and so at this point in time o

we’re operating from an interim organisation strategy and so it’s making very

difficult for us to have a HR strategy based on that because it’s so short term _

but. the immediate concern.and where our focus is on is to adapt pretty much
immediately to the:challenges that are being presented by this recession. But

working alongside the HR director, going back to your specific question, the
- key part of my work would be formu]atmg what would be the best strategy to .
- fit the business-going forward
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Great ok, just I'need to ask you this because I'm asking everybody the same
questions so pardon it in advance. What is HR and what is_your
understanding of HR'

What is HR, there'is a multltude of different definitions of what HR, it starts
of'is HR simply reactive, is it simply administrative, operational in the sense
of and this is just a different stage approach; that it get things done where you
have the umbers that require.it, for. example large. scale recruitment, basic
training, large scale administration whether it’s around holidays or pay and
then you move up another model which would be to ‘help the business to

implement it’s business plans but it takes its lead ultimately from the business. .-

" leaders and then finally you have a view that HR is meant to be strategic in the

truest. sense and that means that not alone ‘does it devise plans to implement

- strategy, it contributes to the business strateg'y.

© Describé the HR function in RTE corporate :

As I understand it

As you u'nd‘erstandv it everythi_ﬁg*isjust-your own. _
Alright that you would have a number of administrative functions located in

the centre which for example HR' admlmstratlon system called People Soft

and then you would have a number of spemahsts who either fulfil a HR rolé to
the centre itself or they act as points of reference for other HR colleagues who
are in charge of a specific division such as television or radio and that in

essence it’s a delegated, to some extent hands off function in the sense that it’

doesn’t determine policy per say; it actually recommends or gives advice, that

_ would be my impression

- Ok great. To what éxtent- are you. aware of current poltczes practices and
- 'processes undertaken by the HR unit

Well 1 haven’t been engaged in any spemﬁc pollcy but what I’ve picked up
from business leaders or busmess heéads and also from HR colleagues in the

-different businesses, that there is an. inconsistency, . whether it’s around fhe

application of the policy or different policies and that it gives rise to confusion
and ‘potential inequity and potential conﬂlct -because of the’ difference in

. practice between the different divisions -

still ask it
Does that answer that question

© Ok this question is hard for you but you may wzsh to' comment on it and I /A
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Yeah it does it’s ﬁne What changes If any are you aware- of in. the HR

functton corporate or IBD over the last 5 years since transformation
Well there was a fundamental one bécause the business or the. organisation,

Cit’s not a bus1ness itisa busmess but.it’s-a public service broadcaster with its
own unique corporate structure. - It adopted ‘the integrated business division -
model which basically devolves accountability to -several and discount.

 business divisions both commiercial and editorial:and productiori.and as part of

that plan, those divisions had the1r own HR functions and their own finance

functions to support their d1st1nct busmessfbroadcastmg plan, for example

radio, TV, that was the major change that took place over the last'5 years and

in.essence 1t adopted the HR bus1ness partner model

What do you see are the strengths and weaknesses of the HR unit, bothf; R
~ corporate and IBD, if, you whatto look at both: .

- 'Well you see you can’t say what are the strengths you' can look at structure
. weaknesses, you could look at the. structure weaknesses: that we havent

actually leveraged economies of -scale from ‘the model and that we have

duplicated: act1v1ty going on in.the respective: businesses, so “administration -

" costs monéy, so ideally what you’re trying to do is. reduce the -cost of
" administration. You also are trying {o ensure that you have people who are
. respected by the busmess division leaders and my sense of that is it’s mixed, -
- that certain business division leaders hi ghly fespect their HR business partners

‘while others would say that they’re contribution is mairily adniinistrative: So -
the, challenge going forward would be 1, where you have a group that you .

identify what is seen to be clearly a consultancy resource, that is recognised to
be an expert Or to provide high added value. 2 that you have HR business
partners in the business that are respected and ideally or at the business
division board meetings and 3 that you drive out cost by, where possible, by
‘creating shared services that reduce the cost of adm1n1strat10n So what

'you’re attempting to do is provide locahsed business d1vrs1on support to a
very high standard and centralise your services both with regard to -
‘consultancy services and administration that" are cost effectwe but also toa

very hlgh standard does that make sense

Yeah, it’s clear. Doe's the HR unit communicate eﬁfectivelj) with the. other
business divisions

I don’t know I’'m aware that there is a monthly meeting and I’m only in the, - |

organ1sat_10n a short time so I don’t know whether that works or not:

So the next questton would be how does it perform overall versus other
- divisions
' Agam if you were asking me how the HR and I ve had a lot, I've had an

opportunity to meet Managing Directors of the various divisiéns and to be

very honest, HR within the busmess d1v1s1ons bar one in partlcular ‘HR s
hrghly valued
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Can you reﬂect and comment on the eﬁectzveness and achzevements of the HR
: unit as you've experlenced over the last 5 years$
Well T “XX ' o XX” I canrsay is 1f you:

would look at the current crisis that’s facing the organisation and if you

compare RTE’s response to ‘other similar type orgamsatlons ether semi-state ~ -
_ or private, you know despite the perception of RTE as being fat and happy
- and.closeted from-external business realities and harsh realities,. that. RTE ‘was
-the first compariy, one of the first, private or semi-state to bring in a pay pause
- and it 1s the first sem1-state organisation to ballot its staff around pay cuts, so I

have a very ‘clear impression that it’s an. organisation that is responsive and

does actually tackle very-hard issues and because costs, 50% of the costs of

- the business are people -costs, it does actually mean that HR plays a very
important - role to ensure that the business adapts to whatever busmess.
2 env1ronment exists and I believe it.is domg that. . T

What obstacles would you see as. blockmg the HR unit ﬁom bemg truly

belief that nothmg stops you only your bel1ef that it isn’t poss1ble 50 that s
what 1 would th1nk o

1 just have a few questions on HR. in the current économic climate, 1 know

“we 've hit on it in afewparts so the current challenges facing the HR unit .
I thifik like all -suppott. functions  where you suddenly find that there is a

5 collapse in commercial revenue in the order of 40% plus, all support costs, all .-

) ‘adm1mstrat1ve costs are actually going to be. reduced and the issue therefore is

to indentify how that’s going to be done and to prioritise what we see as those

* elements that are operationally critical and strategically critical and to ensure
: that we protect those ‘afeas as we’ 1ntend to work on much reduced budgets

- Can you descrzbe the busmess pressures which RT. E is specifi cally facmg

1t’s a very clear on, it’s like ever household in the country but it’s very marked.
for us because so much’ of our revenue is consumer dépendent .and based on

* consumer confidence, we have seen a collapse in revenue of the: order of 40%
and because ‘we’re not for profit and all of our. revenue goes back into °

producrng programmes that have a very broad public service remit, it means

that we're and because we can not build up s1gn1ﬁcant reserves, we're -

1neV1tably faced with s short term challenge to reduce overall expend1ture in

every area. mcludmg labour personne] and that is our 1mmed1ate bus1ness. ,
' challenge : : )

Andit’sa bzg zmpact on the orgamsatton

Mass1ve impact
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"So any other economlc the downturn what other. 1mpacts is it having on. the

business .

" Well the 1mpact 1t will have is, 1t $ gomg to have an impact in terms of the

range of services that’ we provide, it will have ari impact in terms of the home
produced programmes Now I think it’s important for us to say, our priority

~will very much be to maintain the quality and standards that we have achieved
- over the-last number of years, however, the. finance. that will be available is _
going to be sinaller and' therefore'we will have to make certain choices, it’s

not possible for us to maintain the same level of home produced programmes

with the existing budget. That doesn’t mean that \'ive_ won’t be able to do a '
~ . good job, it depends on how you look at the last couple of years, they were-a

golden era, it doesn’t mean that we can not continue to do a very good _]Ob -

based on the ex1st1ng resources but it doés mean that we will have to cut our
cloth to.measure

» Ok and as you say you're not very long liere but this definitely is a questton |
for you, how the organisation is dealing with the - “current economzc

enviropment because you 're tasked with leading that

Yeah: how we'’re doing it, basically is we’re 'saying that, there is expend1ture ,

that is categorised ‘as either as fixed or variable and while accountants may
look".upon labour as variable, in reality in most organ1sat10ns it’s actually
ﬁxed because it’s not something that you can turn off over night. - We’re
focussmg on variable expendlture with 2-key priorities. ' 1 is to protect the

- "quality of our output because we’re owneéd by Irish national and 2 1s to protect
. employment and they’re our gu1d1ng principles. - We have made 51gmﬁcant

headway in terms of reducing reducing variable expenditure by the orderof 27

million and we’re not attempting through our partnersh1p process with the
~trade union group to reduce labour expenditure by at least 10 m11110n and we

won’t know the result on that. Now if that fails that means that we’re not in a

position-to_protect employment and it will. mean that we will have to have.
‘some forrn of redundancy programme-. :

'So howis thts zmpacttng speczf cally on the HR unit .
~ Well because the HR unit is engaged in a lot of the work with.the trade union

group, they’re engaged with staff and managers through elaborate and

comprehensive communication programmes. By their very nature, those

processes are two way and at the moment it’s quite intensive and the HR =~

Director and his team along with the’ busmess partners are leading that change =

programme

So HR wunit leading in devélopment of curative and remedial actions in the

-current climate. Can you just bullet point agam for me what exactly

What are they

Yeah )

One is to ensure that we have open and two way communications and we’ve’

had probably one of the most elaborate, comprehensive communication
programmes in the history of the organisation, two is to have clearly defined
substantive changes implemented- relating to pay and work practices and

negotiations have been concluded.and are now being ba.ll‘ote'd upon, both with
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regard to work practise charlge and also with r_egard to reductions in salary. .
So they’re the speciﬁcs- regarding the remedial and curative

7 hank you, just moving onto another heaa’zng I have is HR dand the strategic
contribution it can make, so in your opinion can you define what strategzc
‘Human Resources Management is, 1 know you did earlier but just ‘redefine it
Jor.me please . . ‘

Y eah -Strategic. Human Resource Management is do people pol101es w1thout
miaking it sound too soph1st1cated but-are your people practices maklng a
difference to the business, are they making it more competitive or are they
helping: the business to make more money or in the case of a public service
broadcaster are they helpmg you to increase audience loyalty or to ensure that
you re staymg relevant to your audience ,
So what does thzs tnvolve _ : :
Well for. RTE what.it involves is that HR pract1ces are 1nformed by external
research -and we’ve done 4 s1gn1ﬁcant amount. of research- in terms of
aud1enee ‘based on segments, like for example under 15, 15 to under 30%s and

* so on. Now ‘what we have to do then is based on competitive pressures ie.

Sky, based on the consumers viewing practices, ‘whether it’s through internet. -

- or their. loyalty to' alternative: channels for example E4 for say the younger-

generat1on we have to 'say well. what work pract1ce poli¢ies ensures us a

_ relevance when"we know that the younger generation are very ‘much tuned

into intenet access. While the next generation are ‘very much tuned into a

part1cular brand of television and* how can a broad based public service - -

broadcaster like RTE remain relevant in what’ $ become a quite. segmented.
media market and we have to.do that based on a _very sort of clinical analysis

" . of the talent that we have in this organisation, that’s actually is that talent

capable of meeting that audience need and we have changed fundamentally"j~

" over the last 5 years and if you go and look at our research ‘and look at
 whether it’s radio or- television or in fact against our digital competltors

RTE’s loyalty and audience percentage has increased, so in order words our
‘customer loyalty and share of the miarket has actually increased, were it was in

steady decline for many yeats, over the last 5 years in particular we have been

able to tumn that around versus other: public service broadcasters such as BBC
‘'whose resources are greater then ours. Our performance and share of market °
is significantly higher but that doesn’ t mean that we don’t-continue to have .

_ challenges

And many of ‘them. Does the HR umt succeed in deltvermg a strategtc _
contribution to the organisation.as a. whole and if not '_
No say if’ I was just talking-to the HR Director, we would say no, we don t
have a strategy,’ t_here is no defmed HR

" And why would that be

Well one view was that the business leadershlp either d1dn t want it or d1dn t
understand why they needed it : : .

Alri ght, do they understand lt now
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Well [ thlnk at the moment I don t. know whether theyneed it, they deﬁnltely

- understand the need for, they understand the - importance-of ‘managing people,

a strategy is not simply about managing a crisis, it’s actually having a plan for
a2to 3 year p_enod and we haven’t tested that yet

Time-will tell

Yeah

‘How can the HR unit add value in RTE

I thmk this has been well. described through research and [ thmk 1t s a Dave
Urlich-model and the.Dave Urlich,model basically says that. you should copy
models of efficiency and bring it.into the HR department. So for example, if
you were a call centre or if you were an insurance company, you would ensure

that your administration is processed as efficiently as possible and the same §

challenge must go'to HR and then you have to define, operational efficiency
has a value, it can 't be demined, there is-certain operatlonal tasks that have-a

" very important to an- ‘organisation. Such’as high quality recruitment, such as
. high' quality technical training, however, in-addition it’s important that there is

a strategic contribution. Now my view sometimes people over emphasis the

strategic which is hugely important but unless the strategic-is coupled with the .
ability-to implement, it’s actually a nonsense and too many people. talk about,
I’ll give you an example, no restaurant in the country would survive unless it .

was about to create menus and a- great experience and also be able to produce

T good food every day. My own view is-that too many HR Directors and too- '
many HR programmes and master progtammes talk about strategy and they

underestimate the importaiice of effective and “high standard 1mplementat10n .

which go hand in hand w1th any good strategy

Thats a good pozfzt Is the HR aligned. to contrlbute fo the long term

: objectzve of the organisation or is it merely Seén gs a service prowder to
: znternal customers/line management ‘

I think it’s seen pnmarlly as a service provided at this pomt in tnne

And to contrlbute how can this be reallsed or measured

. You-see I think in certain areas its happenmg because the HR business partner
* is actually seen to bring value and I don’t think you can impose-it, if a person

has the capablhty and confidence, they’re actually going to be given more say,

that’s what [ see, the better HR businéss partners in RTE are actually hugely3'

involved in the running of their spe01ﬁc business areas

In what way is HR connected to strategy, is it via business partnersth
Well that is the'model, it is a business partnershlp model

So that’s how it’s connected here. Can the strategic HR management enhance
- _organisations competitive advantage and if so how can this be realised

I think it only can but it’s really about how good, first of all the strategy has to
be well thought through and the strategy is about supporting the business and
also it’s about contributing to the formulation of the strategy and that depends

very much on the quality of the strategy in the-first place. If we assume that .-
that is well thought through and is a good plan then HR’s contribution, at the -

88
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next level is about 1mplement1ng that: to a very hlgh standard Wh1ch means

“attention to details, which means a high level of- professmnallsm and which

calls for consistency and 1 think .if you get that you’re significantly adding -
value to the business, particularly in a busmess whére 50% of the costs are
people costs : : '

And for a competmve advantage : » o -

- would say that if you get that high level of consistency and 1mplementat10n -

to a very high standard, that has to give you an advantage over your-
compet1tors because they’re not doing that

 What value added services do the HR unit provzde in your opinion obwously

First of all you can an idealised view of‘this or you can have a very practical

~ view of this and if you never had HR or'never had the named personnel, once
‘you reach -a certain-size of an organisation, you need people to spec1ahse

simply around gétting things done more efficiently. So.you would need a -
section to pay people, you would need. a section t6 hire people, you need a":

' section to train people and we happen to call that aréa HR or Persorinel, so at
- -one level we contribute to the organisation by doing those activities and it’s _ -
not nght to see those activities as not important. because you’d- have todo .

them : anyway, does that make sense. So a lot of HR people beat themselves
up about’ these th1ng but it’s a bit like.you must your house, you have to go out

a_nd 'do the shopping and if you wereé talking about what’s in the plan for my- ..
~ household and it neglected these very basic tasks you wouldn’t really have a -

plan, you’d be .dead. So these things are very important and in terms .of -
adding value, I'think the area pretty much and again it’s to be careful without

creating specialised groups. There’s 2 ways, I think performance-management

is key, T think talent development is key and the other area is. flexibility, is
workforce flexibility, either in terms of the actual- ﬂex1b111ty within the =
‘ orgamsatlon around work practices or the ﬂex1b111ty to bring in people to the

organisation that meets a particular need at a partlcular time and at the same
time to-terminate those contracts,. not in a clinical’ way or a harsh way and if

“you look at the sort of work that we’re involved.in; which is creativity, it is.
esseritial that we have a high level of workforce ﬂex1b111ty T also think it’s

1mp01“tant if you look at the organisation, that we need a ‘certain culture. that -
supports a Very broad ‘base because it’s not like we’re rnaklng a standard

product, we’re not selling insurance, we’re not making a car, the essence of

our success is creativity 'so it is important. as-an ofganisation that we create a
culture that is-supportive of that endeavour. So they’re the areas, so to
summarise; a culture that is supportive of a creative endeavour, to a high-level
of workforce flexibility which includes internal work practice flexibility,

- performance management to énsure that we get the maximum value for our -

license fee and for the resources and talent development. But talent hot just in
a select few or an Elite view but talent development focussed on developing
the very best talent, whether it’s technical talent to performing talent and they

_are very important, clearly if you got all of that nght you’d be addlng .
: 31gnlﬁcant value to RTE wouldn’t you

Who are the customers-of vafueadded HR services
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) ‘Who are the: customets, I think its’ quite dangerous if you begin to indentify
- your customers just internally. because that can be an extraordinarily narrow
‘perspective. I think that every area ultlmately has to see it’s customet as -

somebody external and it’s not about making people happy in RTE The role

- of HR is not to keep people in RTE, the role of HR in RTE is to ensure that

RTE stays relevant to it’s audience and that a times can mean- challenglng‘

employees or challenglng -managers to do thmgs definitely. so. it’s very

important that the HR' leadershrp 1s more tuned in to what’s required for the

. - audience than what is required for it’s employees or for it’s managers. -They
don’f always have to be mutually excluswe but there is.a prtonty and the
- audience shou]d come first :

",So of the value add, which do you think of these s the most important role‘
" which the HR unit can fulfil ;
. The value added activities

[f you had to grade them

Well I’ ve identified several but I would say the value added activities, I would'.
say performance management is probably. the: most important, workforce .
flexibility I thing would follow, followed by talent development and while

. culture is.hugely important; it is.very. difficult and it’s really over the longer.

term that .you mould the culture, S0 based on t1m1ng and what’s possible, 1.1

-would pnontlse performance .

And what improvements could be made ro enhance the role of the. HR unit in
RTE in order to add value _
[ think we’ve done that, we’ve begun to put in good people into the business .
divisions. I think then the next task is to try and get greater consistency- .across
and that means pehcy revision. I think then we need to link into what the
business or the organisation hds to_achieve over the next 2 to 3 years and for
us'to have possibly 3, not rore that that priorities that HR would focus on to
help the organlsatlon achleve that strategy and I m very confident that. that can
be done - '
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' Great -s0’in summary, you ll be glad to. her those 2 words XX XX
thinking about the ‘fopics ‘we'ver cpvered is ‘there anything you would like to

add regarding the role and effectiveness of the HR unit, .is there anything else

Yeah I think; like every organisation, once it reaches a certain size, has to
organise its work in a ceftain way, simply because the scale of activities
requires it, so if you have to hire 3 or 400.people a year, it means you need a
recruitment section.and it. {is important to value what sometimes in this debate
is seen as lesser tasks and I don’t like that distinction. So for example

 administration is not a lesser task in my book, recruiting people on time and
" having high quality récruitment is not a lesser task. The next question is, is

that strategic, it isn 't strategic in the true deﬁmt]on however, what strategic 1s

~ it’s about’ allgmr_lent between the HR plan-and the business plan or between in
our case the Public Sérvice Broadcasting strategy and do we-have an alj_gned‘ '
. HR strategy to help that'plan and my view of that is, if that is-well articulated.

and well definied and is seen to be valid, in other words, the business plan and

the HR strategy, again it comes down to-something concrete and tangiblé. It B

may look great on paper but unléss it’s actually implement, it’s worthless so
what is. necessary theréafter is excellence.in delivery and.project management

~ .to ensure that you get excellence in 1mp1ementat10n I think that’s how we
will ultimately assess, the effectiveness of* thls HR department -against hlgher '

standards, are we domg all of that

And in your opinion shoula’ the HR umt prowde a strategic contrtbutlon in

RTE and what steps should be taken to achzeve this -

. Yes well Ive just described it

: Kina’ of answered that one. there. So on what basis could the role of the HR
unit be shaped fo .deliver major improvement to the internal and external .~ .
- communication channels of RTE

_ Alright, where we’re fortunate enough and we’ve started to do that as part of

the major change programme around. salary. adjustments and work practice

change but there is lots of other things we can-do, now to some extent we’re

" limited by resources. I think the whole area of the internet “intefactive as

opposed to just.single communication will be a challenge for us, but that’s

" - what we want to embrace-and I think having a high value-on face: to face
'meetings with the leadership and listening to staff, whether it’s town meetings
or smaller focus groups and then tracking attitudes on a frequent basis through -

shorter surveys, through an amalgam of those different techniques/activities,

-think we will have a better sense of communication and of attachment and.

commltment to what we're trylng to achleve

And how can this impact on the de!zvery of the strategzc intent and message to
the various stakeholders

Because again it’s around. comm1tment so if you're gomg out to people. and-if
you’re listening to people and it you’re accommodating and changing some of
your proposals based on what you’re listening to, you’re likely to get a high
level of ownership and you’re also likely to make better decision. In contrast

you staying in your office and not going out to listen to anybody, it’ s easier to

make-a dec1s1on but it’s more likely to be the wrong decision

o



. NK:" To consult widely
" Ans: Yeah

NK: And  just _in-"ﬁnal summary, in your opinion the key challenges, you ve
'  mentioned many of thein throughout the interview but the key challenges
facing the HR unit in the coming months and indeed the organisation overall

~Ans:- I think it’s really about adapting to a different economic environment is going -
to be the biggest challenge and I think also because RTE has to compete
internationally to stay relevant, it’s not, our audience. has access' to probably
the best broadcasters in the world and it’s island, so we’re talking about the
BBC, we're talkmg about ITV .and our ‘challenge is. to stay relevant in a
marketplace were revenue is significantly reducing and if we look at the BBC

" theirs isn’t, so that’s a big challenge

"NK: T here are plenty of them is there nothmg else you want to aa’d now
Ans:  No ' . . y

NK: T hanks very much for your time.
."Ans:  That’s fine

Netional Callege of Irdlerd
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XX

- So I suppose just for the record, can you tell me a ltttle blt “Xx )D( »

about your career history path and your role in RTF at the moment

XX

XX”

" Great thank you, so you've been around the orgamsatzon a. bzt

A b1t

What if any is your experience of the HR unit.in RTE.

Well all of these go back in different vestlges I mean I.can go back as far as'

XX XX 1mplementat1on after the review in'the mlddle of the

1980° s, if you remember we used to have these’ pen0d1c carve ups of RTE,

' XX 'XX” had an implementation group and he was it after that
“one in the middle of the “80’s, that would have been-my first direct exposure

to people who were looking at organisational structure and performance, since
then obviously in a variety of roles I’ve been expo_sed to HR on the
recruitment side and more latterly in “XX. .~ XX” and then when I came . .
back here looking at organisation structure and performance, as well as. the

" “routine bits of HR -which relate to the orderly keeping of personnel records
~ and adm1mstrat1on of all the things that one assomates withrthat

And your current role, does it require mteract:on with the HR wunit and in
. what capacity : :
" ‘Well it does, HR hasn’t had d1rect representatlve on the executlve board for
_ quite a while so I have appointed a group head of HR about 5 years ago and -

subsequently when “XX XX indicated that she was leaving 1 decided that
we would need to bring someone into the organisation who could bring some
of the project management skills. that she had in abundance but also have .
some element of the HR background as well to ‘help us.through ‘and even -
when this process began, the current crisis wasn’t even on the horizon, so
what I*ve always thought was that we needed to look again at the orgamsatlonf
structure and performance. We flow have someone into whom HR answers,

-who has a HR background and as part of his function through strategy and a -

vanety of other functions will look agam at are we best des1gned to do what it
is we’re supposed to
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Ok thank you. We all talk about HR what S your understandmg of HR what

“itis

The cymcal answeris all the sh1tty bits you don t want to do yourself a and ina.

-sense it’s that administrative side of employing people. It used to be called -

personnel and it’s part of the problem of being a HR professmnal is to know

"that when it fiinctions best, it has to-be much, much more than thdse necessary-
" things and in fact an awful lot. of those other necéssary- things should routinely.

be the job of ordinary managers rather then being if you like sidelined into a
particular area. So it’s best when it has .a strategic, function within .an

‘organisation which is constantly trying to set the bar h1gh for itself and to

change when necessary. I mean all of these thing are theoretical. and when -
you get down to it on a daily basis where there is the grind involved, it’s qu1te‘- .

hard to does-these things but you do need expertise and trarnmg avallable to '
'you that says well really we should be. doing this differently or is it not tlme‘

we though out, all of that sort-of thlng

Keep evolvmg

" Yeah

Can you descrzbe the HR functzon in RT. E corporate -

‘Well I mean you know, we devolved the HR functions to the IBD s and there -

is kind of a dotted line relationship to corporate where some of the other
overarching' functions like for instance management training, health & safety
and general recording keeping are held and some level of effort is made to

‘make sure we have a uniform approach to these issues across the organisation
because as you know one of the dangers of setting up. Integrated Business
' Divisions-is people solve, qurte ingeniously solve their own problems in their
-own'way but no_t necessarlly con51stently and that leads to problems

And to what extent are you aware. of current poltczes practzces and processes )
undertaken by the HR unit s
Well I mean routinely, I get reports on all aspects on what goes.on ‘in. HR I

~. get reports complied by “XX XX that come up to the exécutive board on

various things like, things that would be routine, issues that come up for

" instance, in recent years, this new EU directive whére we have to inform . -
-workers of key developments in the orgamsatlon I’d- get reports on..

absenteeism, health and safety, access issues, one of the key initiatives we -

* undertook since “XX . .XX” came along was the staff opinion survey, .

which we’ve done twice, I think it’s a valuable tool, now we should be doing

it agam now but we're pushlng it back

: Fmanczal reasons really more than anythmg else . -

Yeah
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: What changes we kmd of i touched on some of thzs XX XX I 'knorw but’ .

what changes; if any, are you aware of in the HR functzon corporate or IBD'
over the last 5 years since transformation _
Well I think there has béen quite a few, obv1ous1y the fact that thlngs have

"gone oiit to-the IBD’S, well that’s 6 years ago now but there have been’ qu1te a

few. There have been- attempt$ to modernise our relationships, with various .

.degrees of - success in different- parts of the organisation. I would say that:the .
“HR- functlon in certain areas works better than others, that might be to do with-
the flat nature of the structure in some places as opposed to others and it may

also be the fact that in some areas HR gets bogged down in IR quite a bit.

- THat’s different, for instance television is bogged down in IR a lot of the time.
If you think about.change in the last numbet of years curiously the newsroom
-has affected the most change with the' least-bother so the HR function for
“whatever reason, maybe because it’s a flat place anyway, it has worked and

tendsito work very, very effectively, there is an early warning system in there

- -and things seem to. work well, maybe it’s because theré are so many dlfferent-

areas of :specialisation’ and grades television is a much more complex and

cumbersome place to work. Radio 1 thirik has’ also even though it has -

arguably more complex structures than newsroom, for-the most part the HR -

function seems to functlon very, very, very well, there is good communication

and any changes that have happened, for instance in work practices around

" radio man,.all of the thlngs that have flown from digitisation' in radio have
-réally worked very- effect1ve1y and even if you'think about what: would have

been one of the most difficult groups of people in RTE to deal with in radio, -

- sound ‘operators, that’s a completely new set of rélationships,. that’s all

working very, very positively both because the guys ‘who are in here all the -

- time.are very good but they’re also open to the fact that there are people who N

come and go in a way that just wouldn’t have been countenanced years ago.

»A,So they are qulte 31gnlﬁcant changes

. The. strengths ana’ weaknesses of the HR unit, again corporate or IBD we
~ don’t have to be speczﬁc we ail have strengths and weaknesses, zf you had to,

you don’t have to pick them .
God we certainly all do have our weaknesses that’s for- suré, mine i§ I’ve a
short fuse at the moment ‘ ' -

. I think you 're.entitled to that at the moment - '
But look different people play to different strengths, I think there is a case to .

be made that perhaps some of our HR people aren’t as vocationally directed as

-they ‘might haveé been and trained as well as.they might have been for their -

current roles. The commitment of all the people that I know is terrific, so

_that’s very posmve Aﬁer that you get into 1nd1v1dua1s and I don’t thmk it’s
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It-’s.not\getting through' -
No. =~ .

1 don t need that anyway. Does the HR unit commumcate eﬂectzvely wzth

 other busmess divisions
Ans:

That’s one of the questions [ ask myself on a daily- ba51s 1 would have said for
instance that RTE had been doing it’s ‘best to communicate effectively with
it’s workforce generally, very well since this current thing has d'evelop_ed but

it’s clear to me when I go to these meetings that either what we’re saying is
1mpenetrable or the way -we’re saying it.through Marconi is just:not reaching.. .

people because it’s manifestly clear to me now that a lot of the things which I
thought I had said have either not been heard or not been understood across
the organisation. So I think that we ds an organisation and me ini particular
and the executive board need.to re-examine our internal communications and
HR is avital part of that internal communication structure. One of the things.
that came up through the staff opinion surveys as you know was poor
communlcatlons and we consc1ously went out to.try and improve that but. it
seems to nie at the moment, again coming from the meetings that the IBD

- directors have themselves and the ones I’ve been doing over the past few

days whatever itis we re domg it ain’t- worklng

How does it perform overall versus other dlvtswns ‘ _
I think:well enough, I’m not going to-be ecstatic about it because I think-what
we need is, | think .the mark of really healthy place is- when the push.is from

_the bottom up rather than the top down, If you’re-workin g really well thereis
-people bangmg down your door with ideas rather than you, so well enough

Hopefully we'll get-there. I know you've hzt on a lot of this “XX XX
but can you reflect and comment. again on the effectiveriess and achievements

" of the HR unit as you ve expemenced it since transformatlon if you like over
‘the last 5 years ‘

Well again it’s about 1nd1v1dual cases, where 1nd1v1dual things have happenedl
and the story is patchy, in some areas we've been obviously more successful
than other. -Transformation, if you were to look at, if you go back: to
broadcasting in the ‘80s and transformation and ponder to yourself still that
we have the 13 point roster and -that we have people. in extraordinary work
practlces still, you have to say in some areas progress has been criminally
slow, in other areas.as I’ve said and it maybe to do with the range of
challenges-that people have in their jobs that make them more amenable to
things and the people who are in the more repetitive areas of work and the less

‘creative bits of work are the most tesistant to change because frankly they’re

bored in their work anyway so it’s difficult to.get. them to see any other way
of doing it. That mightn’t be a reflection on RTE, that might be just the
human condition but I think the best thlng to say is patchy, sometimes good
and sometimes very frustrating
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What obstacles would you see as blockmg the HR unzt ﬁ‘om bemg truly» .
effective and reaching it’s fullest. potentzal - |
Well that extends beyond, that goes back to this whole question,.I don't know
the answer to but it is about an’organisation culture and an organisation
having a culture of readiness to change. There is lots of people on an
individual basis who on.a given day will do any‘thmg for you and that’s one of
the gréat things about this organisation, across the board even people who are
perceived as being difficult or dog in a manger, they will amaze you by
pulling out the stops but it’s only on occasioris.. There isn’t an organisational. .
culture that leads everybody into that and 1 thing that HR needs to help RTE

in the future to plan to change itself so that that becomes the norm, rather than .
just, “XX p.0. 6 wasnt he great, he rose to. the occasion, do you know ‘
what I'mean :

.Absolutely, we're going fo have fo. go* into your favourzte place now, the

current economic climate or environment, so some. of ‘this, we 've kind of done

.the past and now where we are now. So the current challenge that is faczng o

the HR unit, how would you kind of bullet point them :
Well the very significant thing obviously is that the HR function has been

' charged with a very difficult set-of negotiations which were not-helped by the

fact that they were dragged out and that the longer that this goes on actually
the bigger challenge we face is. But I think all the people have applied
themselves very well on the HR side and I think the communications are there
and the reports 1 get on how meetings have happened, all that have been really
first class. So they are a vital part of plotting our way through this, that’s
going to become even more pointed in the next couple of weeks when we seek

" to communicate with each individual in the organisation and depending on the
.- outcome of that communication then we could be into very-difficult individual .
»d1scussmns with- ‘péople or weé could be-into IR problems because we need to

achieve these savings and HR in this regard are the shock troops in the

: 'engagement

- And that Ieads us mcely into the busmess pressures whzch RT E is faczng now

The big pressure for us is the same as the. pressure on ever media group which

is- advemslng revenue had collapsed would be'an exaggeration but it has fallen

in a way ‘that it 'has never fallen before, in some cases we are 45% behind:

where we were a year ago, that’s not uniform across the board, but clearly this "

is semething, if that were to continue into the long term we would have -:[o'be
facing a fundamentally: different organisation, a fundamentally different

proposition, what we’re tying to do at the moment is to see if we can sustain . -

as much as we can for-as longas we can so that the current offerings that we
make will flourish again, if and when the good times roll, that doesn’t mean

- that we as an organisation won’t need to change, we will have to and HR is

going to be a vital part of how we change.
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So. how is the economic downturn zmpactzng speczﬁcally then on RTE so the
business pressures are the finance.and obviously the income and

Well, how is the finance.impactiiig on RTE, what we offet the public sustains
our viewership and listenership, if the audience perceive-that we don't have
something that’s relevant for them, they will not watch or:listen so our ab1l1ty
to put: money into programmes, that normally means employmg people, is:

" going to be severely curtailed and the less, you offer the publ1c the less likely

they are to want to watch you and the less likely you are to get advertising

-revenue in the future. So you then fall back completely- on the public funding

and the less people who watch you, the less entitled they will feel you are to

‘the public money as well as to. the commercial money. So you_ have ‘to

balance all the legitimate public expectation from an organisation like this and
that’s -not what I'm -paying' my licence fee for etc, etc, -whether that be

'_subtltlmg, whether it be specialists programming for ‘the deaf] symphony

orchestra ona Frlday night in the Concert Hall, Radio na Gaeleatchta or mass
on a Sunday morning on television, despite the fact that: people can get local
radio to do it for them, not-even licence really but the local, they’ve got. all
those- local arrangements now. There are levéls of" -expectation ‘which people.
have from RTE, ‘most-of which are ent1rely appropnate but some of which you' )

~have to question: They’re all going to be lumped together as things become

more and more préssurised and people saw RTE aré dumbing down or RTE. -
are, take your pick, anything will go during this period. What we have to do

vis-to keep as miuch as we can:in place so as the. propos1tlon of licence fee

equals value remains because if it doesn’t we’re in really big do doo

‘So you talked about the talks that HR are domg and whatever so how is the

orgamsatzon deallng internally with the cuirent economic environment

. Well we’ve broken it up into a number of things as you know, we’ve sought
" to achieve a number of personnel related operating .cost reductions. We've .

reduced some areas of spend; we’ve re- -examined almost every one of our

external ‘contracts for services, in some cdses welve done things that were
‘unexpected, we in sourced rather than outsourced to get. something more cost'
.effective and we’ll continue to examine every single aspect of what we do in .
" order to'try and get ‘more cost reductions :

What internal changes have you noticed of late because it is all recent and

People, it’s interesting a lot of people have-got the message and you find ‘in. )

certain areas where' discretionary spend would have been, you could have

questioned a lot of it, you're less  and less required to- question it because . -

people already see well if I have an option of saving here, I should save so

~ where they can get somethmg for nothmg, they’re doing it for nothing’

It’s a whole new way of doing busmess
Yeah

And how is it impacting on the HR umt '
I don’t know, honestly

Well you've mentzonea’ staff survey
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Yeah oh sorry in that sense yes but I mean I don t. know how it is 1mpact1ng
on the individuals, I don’t.know do- they themselves feel under miore pressure -

at the moment, I imagine it’s all evitable that they. would but frankly we vej .

beenall to busy to ask

How is the HR unit in the development of curative or remedzal acttons in the-

current cllmate

I think it’s been good, I mean thefe have been, for 1nstance around how we

might look at thmgs like various opt10ns say after early retirement on short’ :

~ term working, people going-on éxtended leave of absence, things like that. :
" There are: 1deas 11ke that gettmg formulated and coming to the fore now.

Puta shop together and oﬁ%r someé wears

Yeah

I m going to go onto Just HR and the strategtc contrtbutlon 50 you're nearly '

there, thank you. In your: opzmon can you define what. strategtc Human
Resources Management is :

I think it’s back to my first point. ‘which is belng able to stand. back from the
orgamsatlon and look at-it’s structure and development in theé context of what

- -itis.its’ supposed to do and how it’s supposed to do that in.a changing world,”

s0. you've got-both you’re own internal pérformance issues and how you’re

~ structured for:that but also if*you’re sufficiently strategic you question your
-purpose and your difection in the context of a changing world as well, so it’s. a
multi-facetted operation and it’s critical in an-organisation 11ke thls which is -
very, very public, everything that happens. here is played out in public and -
despite all of the misgivings a lot of the public occasionally-have about’ RTE .

it is a member of the family for: all of them and they feel extreme about it, ..
either extremely positive or extremely negative but there is nobody who-

doesn’t have. opinions about what'we do and how we-do it. So being 'in a

" position to convince the majority of people as we appear to.do,.that we’re
~worth watching and 11sten1ng in that changmg world HR 1s gomg to have a-
valuable role :

organisation as a whole
I think it, it’s my intention that it will more than it has done. L think that

' changmg the organisation structure in the future and this isn’t, there is no; 1
“don’t have an end position in view, what I'm saying is we now have to look at
- everything again, obviously I have some ideas that I think might be interesting

to pursue but what I was is the people who have the specific in that regard to

examine these things with a kind of clinical dispassion and then I’ll bring that.

back to the executive board and we’ll bring it to the Authority, but that’s a
process, it’s not going to be and we’re not going to do it in the context of just
the current economic downturn it has to be about much more than that

Longer term year. How can the HR you're szck of those two words. now at- 4
this stage I know, unit add value in RTE as opposed fo ]ust a service, like
~actually add some value : .

" Ok does the HR unit succeed in delzvermg a strategic - contrtbutlon to the -
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Ans:  Well I think it’s that cultural thing T was talking-abouit, 1 do thing that that’s
I going to ‘be the real key things for us into the future, is the sense, there is a
_.general sense of loyalty to RTE in'RTE,; the staff surveys revealed ‘but that

cultural thing of feeling that you know .what’s happening. because the

‘communications are good or if something takes-‘you by surprise you don’t

sudderly see a conspiracy which wasn’t there before or the only-way to react

‘to bad news is to kick out and see conspiracies. 1 think HR will contnbute to

that by helpmg us devise much much better constant communlcatlon

NK: - An‘a’ more -proacnve,
- Ans:  Yeah '

. NK: -Is the HR aligned to contributed to the -long ter * objectives of the
) orgamsatton .or is it -merely seen as a servzce provzder to the mternal
. customers and line manageniént _
-Ans: We]l I -think' it would be fair to say, it has probably had thie latter but. our: .
1ntentlon is to make- it far more added value than simply prov1d1ng a serv1ce '

NK: And how. wzll this be realzsed and. measured
Ans: . Well the measurement of it is a good. pomt I suppose the ultlmate
IR measurement of it is continued success. . In ‘the- shorter term how will it be -
addressed. or. how will it be measured helpmg us-through a very dlfﬁcult
period is one and number two is if and when we get back to staff opinion -
surveys that some of the key measures around ¢ommunication are. found to be
in place and. the sense that there is clearness and faimess around ‘the way we
~ do our business is retained. 1 mean some areas of the organisation, like the
area you’re in for'instance, I don’t know if we’ re ever going to achieve a sense
-of good communication with- the musicians and I doh’t meéan -that
' d1sparagmgly but all they want to know are the dots on the page, the right
- ones for today’s work- and have you prov1ded them with the appropriate
facilities to do what ‘it is they do, which is play those dots on.the page and
¢ommunication around the big issues about the fiture of public service
broadcasting are- frankly not of too much interest to that.  That’s alright so we
can expect that, so you can expect less of a response there to some of the key
questions, then you would expect say from producers in radio or telev1510n or
Journahsts in the newsroom.

NK: Needs basis for the musicians -
Ans: Yeah S

Nationa'Cd g2 o Irelend
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In what way is s HR connected to strategy isitvia busmess partnersths

. Well the ‘way strategy is at the moment located; the way we’ve articulated

strategy is in relatlonshlp with our parent department, signed off on by the

Authority but what we did over the last number of years, we had a rolling

strategy which has had 3 iterations and HR has been a key part ‘of that, it wds

~ one of Bride’s great strengths was pulhng that together and HR were central
_to that. But now what we have is we’ve put in someone to manage it as an. - o
- ongoing’ process: so strategy becomes rather than something out there, it N
" becomes part and parcel of the way each business is managed and what the
strategy manager here does is collate. all of that, but in the areas where she’s’

working the HR people are all involved in- reporting on how' things are -

happening, how they aré being implemented. We're.going to have to develop
a new one now because there would be a new Broadcasting Authority, our
success Or otherwme into the future

Ok thank you, on competitive ddvantagé, can the strategzc HR management
enhance this organisations competitive advantage and how could it do this

) " and how could it realise it-and how woiild we know we 're doing it, how would

we measure that.as bezng ejfecttve

Well that’s the point [ was makmg about Just to stand back and look at how
welre sttuctured, I mean 1 was -listening to Willy O Reilly yesterday
aftemoon, Kevin Dawson was on defending RTE on Today FM yesterday
afternoon. Willie O’Reilly was having a pop at inherited structures, he was
being a little bit dlsmgenuo_us you know that RTE somehow or another hasn’t

_changed since it was established in 1961 and it’s easy to have ‘a pop at an

institution-so I thin that HR need to help us, not Jjust do the changes that we

know that we’ve changed, so'I suppose one of the things, we hide our light

under, a bushel for instance. Just togo back on the IR front, we haven’t had a_
- significant IR issue in.this organisation, through very, very difficult times

since' 1992 because we have an intemal' mechanism which RTE developed, the " .
- IRT which works very well, perhaps we should- be going out and saying to =~
‘people, look we know how to -handle difficult situations, we can give you

1n31ghts because we’re a progressive, modern organisation rather than Willie’s
view that RTE, for the purpose of public- consumption, RTE hasn’t changed
since 1962. -So there are those kinds of things of where and indeed it’s a point

that somebody to me in another context, we need to be out more, talking about-

our successes as.imuch as anythmg else and HR I think w111 be a vital part of
that = :

We 're proud of what we have
Yeah

‘What vahie added services, I know some of it is repetitive, do the HR unit

provide :
I'm just trying to think. I mean we’ ve talked about so many different aspects
of this. - How would I express this. If I’m talking about the people that I have

direct contact with, it’s around and I’m not sure whether it’s value added or

_'new Board will require a new way of expressing ourselves so HR will be part
" .- of the formulation of'that strategy and part of the constant measurement of it’s

" need to do to keep ourselves having a competltlve advantage but let people -
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not to tell you the truth I'm not sure whether it’s not actually part and parcel
of what we need to do, is to be informed all the time, so the-added value at the
moment is that 't getting better information that T have in. the past; so added
value in the future will be contlnued 1mproved mformatlon about what s going
on - .. : R

1t’s a'good point. Who are the customers of value added HR services,

Ultimately the Irish people because if we do our job better then what we offer
Irish people will be more attraction to them and the proposition of paying for

a public service broadcaster w111 be more appeahng to them

So that would be the most important that we can reach outio ,

: Yeah

What improvements could be made to enhance the role of the HR unit in RTE -

to add the value, to go the extra mile

" Well 1 think that’s one of the things and there is no conclusmn to, thls one,
- that’ s one of the things we have to.look at.again in terms of the internal
_structure of the organisation. Somebody ‘asked me the othet day about, at ene
of these meetings, about has the numbers in HR prolrferated since the IBD
-structures had been set up and I actually don’t. think they have, I think we’ve
~ ‘more or less the same-number of people but. the logical question now is when.
“youlre looking-again, no answer to this one just- a questlon but it’s a logical
_question, should we .now having achieved certain success, should we now
*. remodel because it’s a different time and should HR revert to being a central
function, don’t know the answer but it’s worth asking. the .question and are.

there bits of it that would be more effective organised centrally and bits of it
which will always specifically be maybe .only IR in certain divisions, I don’t

: know | don t know the answer to 1t but I thrnk 1t s worth lookingat -

-So in summary you'll be glad fo hear those two words thmkmg about the
topics we've covered, is there anything else that you would like to add

regarding the role and effectiveness of the HR unit or anythmg else

Well I suppose one of the key things, it has to say for itself; it has. to take on, it -

has to be slightly messy arid it had to tell people that it isn’t just about the.
shitty bits, that it’s about other things as well and we’re here, we can give. you
more, we can help your business processes by helping you design them. better

or think abeut them more and add to the overall general cultural, I'm using
that word in the loosest sense; just our sense of ourselves as a group of people,

“make that more coherent and hopefully‘ cohesive for the future.

And in your opinion should the HR umt provide a strategzc contrtbutzon and
what steps it could take to achieve this - :

Absolutely as I've said and the changes that we’ve made at the top of the
organisation reflect the strategic contribution that I think HR would make to
RTE it in the future :

And an area you hit on ahead of me “XX XX, communication is vital

so on what basis could the role of HR -be shaped to deliver major
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tmprovement I thmk to mternal and external commumcatlon channels in -
RTE : '
Our commumcatlons and our HR functions are now under a new appomtment
and I think you’re: glready seeing that both 1n_terr_1a11y and externally, we’re
trying to communicate in a more consistent way. So for instance even in the
external thing where people are saying erroneous things about RTE, they’re
being countered, whether it’s letters in.the paper or appearance on Teday FM.,
and internally you’ll have noticed the SIB’s and the fact that we’ve had, I did
6 meetings in the last 2 days with staff; the Managing Director of Television
had done 4 in television 2 weeks ago, the Managing Director in Radio had

__done 2, so we’ve had ' more mee‘tings‘_with_staff in the past couple of months

First. hand

. Yeah and that’s all part of a view as to how we should talk to ourselves asa
© group that has been guided through a HR view of thlngs

‘ And how can this impact on the delzvery of strategzc and the message for the

various stakeholders

- Well the first- and obvious thing would be that we achleve the cuts that we're
requiring at.the' moment. Now we may not which will mean that we’ll'have to

go back again with the HR to think about the alternatives to that to achieve the

. same outcome and that will happen through the fact that there is a. consistent
.~ line of: communication through key people. Most. of those key people are at

the _,centre at the moment, whether it’s downstairs: or. on this floor, either in
communications-or in HR and I think what we’1l need to do then is'to consider
how that’s going to work through the 1BD’s, I'm only talking about the next
period and then in general assuming that no more than the rest of the country
we begin to see light at the end of the tunnel, HR need to be the very first
people- saying now is the time to’ embrace change and challenge in a
completely new way and to, like we.said to, even before the current troubles, I

g remember the first meeting I had with' SIPTU Branch Secretary, I said I would
" love to do another overarching deal, transformation is gone, there is no point
in us talking about the benefits of transformation.any longer because we need

a new deal and the new deal has to be fundamentally different from ones that
we've done in the past. It’s going to take us a long, long time to get that

- through but we need to be thinking about.that now



NK: -So in your Opzmon and agam talkmg the long dtrectzon and maybe steppmg'
out of the current climate a little bit. The key challenges that face the HR umt
. -and the orgamsatzon overall

Ans: There are two key challenges to the orgamsatlon the obvious oné is fundmg,
' ‘whether it’s fundmg from the commercial side as evidence now in the current
pressure or. in future funding from publlc sources, if the ideologies in'political -
“go a different way, if they decide there should be no pubhc Subsidy for
broadcastlng, funding is going to be a constant issue for RTE in éither the
commercial or. the public side and the other side of that is then necessarily
arranging the services in such a way that you optlmlse the audiences for them.
That doesn’t mean you always maximise them, it means you at every. given _ .
stage you know who it is you.want to talk to and you’re getting to that group -
‘of people’ more effectlvely than any of your competitors and that s the
challenge '

e .. ¢ - XX N thank you yery-Iﬁueh 1 really appreciate your time

National College of | rel_and’
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| Research Subject 5 Interwew

) Text h1dden to protect anonymlty of the subject w111 be marked "as follows ‘XX

NK: S0 just.for backgrlound"‘/ﬂ"' " XX can you just tell me @ lzttle bit about
' yourself and your career history. here in RTE

Ans: “XX
. XX’a’a o
NK: Great What if any, is your expertence of the HR umt in your area .
Ans:~ Inthe area I’m now worklng inor .
NK: - Well_‘ y’b_u can talk abput heré or pre,yious_ Wi_iiehever suits best for you

_Ans: My _experience asin what level of éngagement I would have had

NK:  Yeah :
Ans; - 1 suppose -I’ll confine it because I’ve worked in so many different levels in
RTE, I’'m going to confine it my experience working as a senior inanager in

that’ contact is around just general sort of housekeeping and trackmg numbers

things like incrémental reviews, when we used to-do 1ncrementa1 reviews and
so on, -Around competitions, the organisation of comipetitions etc and then
there are-issues to'do with staff management both on, in a positive context
from the poinit of view of training and staff development and then also when
. there are more difficult matters- that arise around issues of say problems with
‘staff and dlsmplmarlly matters and then obviously, there haven’t been for

~ and very much in RTE, it very-much depends on the calibre of the' HR unit 'in

. would have to say that in television, the general approach was very much to
puss a lot of the decision" makmg back onto managers and, say ‘you’re. the

much more proactive and hands on, which my preference would be for that

. from a whole range of backgrounds and .we rely on the HR people to bé
" familiar with corporate policy in different areas, to keep up to speed on best

practice, to be able to research and come back to you and say well the way

theéy’re handling this in telly is this way, the way they’re handling it in other

areas is such and such and also to have a history, a history of the place and a

different areas, thé level of engagement and the level of service that there is. T

manager you decide whereas I-found it interesting in coming over to radio, it’s.

'output divisions, so there would, there is a lot of contact' with HR, some.of . -

of contracts, the i issuing of contracts, renewal of contracts, the management of " - '

_quite a long time but around areas such as Industrial Relations-and disputes

because I actually think that managers are not experts in HR and they come - -
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h1story of people and a really good sense of where there m1ght be little
landmmes that you don’t want to walk on. I've found.in “XX . XX” now.
it’s been very good since I came back that’s very. much the HR approach here

To you what s your understana’mg of HR
My understanding of -HR is ‘that it is an essentlal part of ‘the business and

works. very closely with management in assisting managers to. manage all of
the areas I've listed above, it doesn’t ' manage them for the manager, it works

staff -

]

Describe the HR JSunction:in RT. E corporate

- The HR~ functlon in RTE corporate oh that’s. qu1te a tncky quest10n I would

have thought well ‘what the HR function should'be, I'm now saying ‘whether it
is. or isn’t, what the HR function in corporate should be would’ be to bring a
degree of consistency, since we decentralised HR into the business divisions;

_to make, sure that there is a consistency in approach in matters to do with our

engagement with staff on both the positives and the,negatives to do with. staff
management, so that staff truck with each other, the unions all talk ‘fo each
othet and 'what we don’t want is particular business divisions doing to solo

-Tuns- on how they manage particular issues, “their approach to pay terms;
~conditions, IR, HR, personriel management such that onice a precedents has
. been-set; that then tends to become the norm in-an organisation like this and
" it's very “difficult to pull back fromi that. So that would be an essential part to

support the HR function in the various business. divisions and to also on micro

- ‘issues to engage with ‘the group of unions: and to engage with the managers
~ association and to funnel busmess that goes to the IRT

Fatr enough what s your understandmg of how it operates

. with management and advises the managers on everything to do really with

[ suppose my understandmg of how it operates it’s kind of d1fﬁcult because .

as a manager you don’t actually have a huge. sense of, you're not dealmg with

corporate HR. very much, it tends to be the HR managers. who deal withi it. I
would have a sense that it is not-as dynainic s it has been, that’s.it’s been a
little bit emasculated for want of a better word since everything spilled back
out'to the IBD’s but I think that that’s changing at the moment because RTE is
such a critical condition and because there has been a HR central has played a

HR a b1t of balls again, so I think that that’s probably a good thing

And to what extent are you aware. of current polzczes practzces and processes

underiaken by the HR unit
Which HR unit

You're own HR unit or the central HR unit -
Just ask me that question.again

What extent are you aware of current policies, practtces and processes, |

the.communicating of poltces back to staff

’key role in all of the discussions with the TUG over the’ proposed pay cuts and - .
all of the other work practice changes and [ think that’s actually giving central__

* suppose I'm talking about policies that we're bound to adhere to etc, etc and = -
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‘ I thmk I would be reasonably aware of them yeah

What changes if any are you aware of the HR functzon over the last 8 years

since transformadtion, the IBD’s, devolwng

What it has done is it has moved, the:positives are that it. has moved HR out

into the business divisions, so HR is much.closer to the cold face, now the
interesting thing is because of the way industrial relations have played out
since transformation, RTE has been in. general a fairly quite: period of time'so
I suppose I would have a concern that while on the one hand, the HR function
is closer to the coalface on the other hand I would slightly worry that there is
very little experiencé now out in those IBD’s in terms of managing through
more difficult times. I don’t know whether that experience has been lost.or it
is all at the centre and 1 think it’s very important that' there is that. level of
experience out in the business divisions as well. Also the history, there has
been a lot of change in the people workmg in the business divisions and they
have come in and they haven’t necessanly gone through central HR, there has
been recruitment straight into the busmess divisions as well so again-we’ll see
now I suspect over the next 6 to 9 months whether there is that level of
experience to, work with management in managing through what are going to
be very difficult times. ‘But the pluses are-that people are closer to the ground
and in areas where the HR function is performing well, it means that there is
really good support, that the HR, here in “XX XX they are very close to
what’s -going on out on the floor, you get very good feedback and very good
information: People use them a lot, they drop in and out a lot to the HR

: people here and often’issues don’t become issues because somebody will, go

in and talk to somebody if they need.to get a bit of a steer, very proactlve

- Super, I suppose you've answered the next questton how. does your HR unit

perform overall versus other divisions - ’

Well I only really want to- talk about the division I’'m in at the moment and
- I’ve only been here “XX

© 7 'XX” and up to this point. I ‘have to say I find the:

“XX . XX HR operation is very professional, it’s quite'a, small group but”

it’s very hands on, there is very-good relatlonshlps with the various output

areas in “XX XX” and they’ve also and it’s a small but important thing
- cinthe last 2 years, one-of the people who was recruited into the area has fluent
- Irish and that has meant a big difference for the management of “XX

- XX”, a lot of happiness in “XX XX that there is somebody

“in the HR function can conduct the business through Irish, that’s important,
" they make a real effort to try and stay in touch with what’s going on, in “XX

XX” because of the fact that they’re not = -

. centrally located In general, now at times again we’ll see ard I think if you
~ were asking me in 6 months time because I think we re going to go through
- 'very choppy waters for the next 6 months, I might be better positioned to tell

you but up to now, very positive' very good, very professional, proactive .

- And what obstacles would you see as. blockmg the HR unit from being truly
" effective and reaching it's fullest potential

Here in “XX XX
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Yes we ll stlck to XX )(X

- I'don’t know, I do think that people heading up HR units, they need to be HR

specialists, I think there may have been a tradition in RTE for a per10d where
people: moved into those functions but that wasn’t their background, I actually
think you need it. I think also you need, I do think people need experience,

RTE is a b1g organisation. and people rieed experience in equivalent public .

section orgamsatlons either in RTE having worked their way'up or if they’re
coming in at a more senior level, they do need experience coming in,
experience from other equivalent heavily ‘unionised similar type organisation,

$0 somebody with a background in say An Post or Aer Lingus or the ESB or-

any of those organisations would bring I think to RTE a level .of

understanding of how we operate. 1 medn it is difficult sometimes if one is at. .

meetings and you might be in the company of a senior manager who perhaps
just thinks that there is no need to go through due process; there is no
requirement to go to the. TUG on issues, A, B or C, in the long term that
person may be right but RTE has a collectlve agreement system, we operate
through processes and procedures and we’ve had along period of no industrial
unrest in RTE because of thiat and until we make a corporate decision to move
away from that, which I don't think we’re going to in the short term, we have
to’ operate to-the agreements that ' we have in place. So I think that kind of

understanding, somebody from the private sector doesn’t necessarily always
- understand that and there is.an ad]ustment per10d involved. for them

Absolutely, a huge culture -__shock

~ Yeah

I'm going onto the current economic environment now. What are the current

:challénges facing the HR unit and can you describe the business pressures

that RTE is currently facing, Isuppose they’re linked really “XX XX

Well the business pressures 1 think I don’t really need to say them, I think you'
- know what they are. So the challenges for the'HR unit are to try and to work
very closely with managers as we are, we’ve already since the start of th1s_

year been in a situation where weé’ve been looklng to ‘drive down our
personnel costs so this has meant that. there has been a lot of conttact. re-
negotiation for people who are on fixed.term coritracts, We havé been trying
not to fill vacancies as. they’ve arisen on the basis that we have to drive our
head count down. - We are in the middle difficult negot1at10ns around pay,
people are. feelmg very vulnerable partlcularly the lower paid in RTE and this
is causing a lot of anxiety, we have the, wé’re headmg into a period of looking
to reduce our numbers, hopefully through voluntary agreements but we don’t

‘know that yet. So all of this. means that there is a continuous scrutiny of every
aspect of our operation and that managers are asking the question all the time, ,

do I really need this person here, could I do this differently, could I change
this work practice, could T get away with not replacing this person, so in an
area where HR is functioning well, they’re absolutely at the coalface in all of

. ‘that with management and that’ s'what happening here in “XX XX”and a

lot of the time the HR manager is actually coming to the “XX XX board

- to be part of the discussions that we’re having around schedule changes and

reducing our numbers. The challenge then is to contribute to that and to give

sound and good advice to managers to help to maximise all of those cost
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reduction efforts while -at the same tlme mamtammg output and mamtammg
lndustrlal peace . :

HR and the. strategic contribution, so in your opzmon can. you define what
strategic human resource management is, like what does it involve:

I suppose strategic human resource management is about looking at the sk111
set of the workforce as'it currently exists, looking at the direction in whrch
RTE: is moving strategically and bringing advice to bear to management on
getting the best possible fit between the skill set and the numbers and the
capacities of the workforce and: where RTE is gomg to be over the next 5. to

10 years '

- Does the. HR unit succeed ‘in delzvermg a strategzc contrrbutzon fo the
organisation as a whole :
I haven’t had-huge experlence of it.in “XX XX” so far and I really only
. want to talk about “XX : .© XX but my sensec is that they will, 1 mean what
little- discussion we.have had around this topic and I have to say it’s not a
toplc that we've had the time to discuss since 1 arrived but there has been a
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little bit around it about’ things like do you we-need to develop a-new grade, a .%
kind of catch all grade that ' would combine VA’s, researchers and VCO’s, ' ‘»E;
looklng at the skill set of and looking at DAB and what capacity there is for : E
different kind of production teams t6 work i in digital broadcasting if we were ]
to go further down the road of DAB, there is good engagement around and :'-;.3
quite good knowledge, it seems to me in XX XX around the capacmes : i
of individuals and their appropriateness for programmes so that if you’re %
look_lng at changes to- the schedule there is a reasonable sense from HR, %-
although they appreciate that that’s not their, they don’t schedule; it’s not their =
function. They do work quite closely to seems, .éerta'i_n_ly with “XX - XX* .- . g

| in-terms of assignments and sbhedulin‘g 50 yeah they are contributing

How can the HR unit add value in RTE

" Well at the moment what they re domg is working with us to try- and reduce
cost which is certamly adding value and I suppose at.it’s most basic in a time .
of such enormous financial pressure, that’s the most crucial thing that they’re
doing, they added value by helpmg us manage ‘as effectlvely as we can-and a
big reduction in costs and a realignment of the organisation so that we are
better matched for the incomé we’re likely to have in the years ahead. if we
were in boom times, I suppose what we would be saying would be that the HR -
function could add value by working with management to identify new
opportunities for us to get into to deliver other additional public service value:
or generate additional 'commercial revenue e

Is the HR unit altgned fo contribute to the longer term objectzves of the
. organisation or is it seen merely as a service provider to mternal customers

like line manager :

[t’s probably a bit more the later at the moment, there isn’t a huge HR
engagement in terms of the development of the strategic plan, it tends to more.
the strategic plan is developed, it’s being rolled out, there are particular targets
and ambitions for different areas and HR works thén with those areas to

deliver to the strategic plan
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) And can this be realzsed or measured are there any changes at the moment '
" that might involve HR more strategically in the business

Well we haven’t progressed the 1mp11catlons of the current financial situation,

- they haven’t hugely feed into a reworked strategic plan and I think that’s

somethmg, literally there hasn’t been the time to do that but 1 would think it

we get through the next few months ‘we maybe doing a new strategic plan and
in that context there may be a role for HR to help to, to work I suppose with
senior management and the executive board in outhnmg what the shape of the
organisation is hkely to be over the next 5 years and the steps we need to take

to get there

Who are. the customers of value added HR séervices

In general, the customers are essentially the ‘managers and the IBD who are.' |

managing the staff but also the staff’ are customers to the extent that there is a. .
" welfare aspect to personnel and welfare and staff development and trammg

aspect so:they’re also the customers

What tmprovements can be made to enhance the role of the HR unit to add
value to the business of RTE » :

- You asked me that one already did-you not

I the IBD’s, this is ]ust more over for the buszness of RTE -

. See quest1on 4 above, whatever answer I gave you because i _]ust be

repéating myself

So thznlang about the topics we’ve just hit on there, would you like to add

anything regarding the role and eﬂectzveness of the HR umt or do you thmk :

you ve-covered everything . -

. Just that when HR is- workmg really well it is _]IlSt an mvaluable tool, it really
~ isboth from the point of view of being proactive in coming to managers and
saying you know I just think.you need to think about X, commenting on a -
proposal to go in a particular direction or a proposal liOW to- achieve a

particular goal, good HR advice is -able to reference prévious experience in

that area or reference the reactions on the ground. Somebody who is out and

about, having cups of coffee with people and talking to them and being-able to
say, yeah that will play ok, people feel X, people feel, really good intelligence
is just enormously helpful and an. under"standing of the dynamics of the

that’s really when the value of good HR comes to the fore
And two last question “XX  XX”, on what basis should the. role of HR
unit be shaped to deliver a major lmprovement to the internal and external

commuriication channels of RTE
Read me that again

Orn what basis could the role of the HR u_ntt be shaped to deliver m_afor

impravement in the internal arid external communication channels.of RTE

: _or'ganiSatiOn and particularly when we’re making difficult decisions and -
_ managing our way through a difficult period which we are at the moment,
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‘Ans: 1 don’t have a view really, 1 thmk we have good 1ntemal communlcatrons and
‘ HR are part of that, so are communications, 1 mean commumcatlons doesn’t
really sit just with HR, there is a communications manager ‘ in. television,

we’ve just appointed a communications manager in “XX ©  XX” and part
of that will be to do with internal staff communicatioris’ as well, we havé a
Marconi -System, we’ve just started a.newsletter-in “XX XX thereis a .

- real.responsibility in difficult times to-¢ommunicate clearly to staff but T don t
.see. .a requirement to reshape HR to address that -

NK: Ok, I think you 've covered eve_ryt,hing; Many thanfcsfor your time “XX XX.”
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