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, Abstract

.This dissertation explores both the devolution of HR activities to line managers and

the decentralisation of the Human Resources Function within organisations.

The project seeks to examine the effect these two concepts have had on line managers
and HR professionals within the organisation, with particular reference to the effect it
has had:on staff in RTE. '

‘The literature is reviewed and focuses mainly on the changing role-of HR and how
companies are using devolution and decentralisation today in an effort to improve

performance.

- Through the use of qualitative research the researcher set out to°gain an insight into
HR and.line managers’ views and thoughts on the devolution and decentralisation of
HR within RTE. - ‘
The research is then analysed in conjunction with the literature. The conclusions - .
arising from this sét out a number of recommendations on how the roleé of line

: manager and HR Professional could be enhanced within RTE.
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Chapter One - Introduction

Introduction

This research is focused on Radio Telefis Eireann (RTE). The question, which this project
seeks to address is, the extent to which the devolution of HR activities and thé
decentralisation of the Human Resource Function within an organisation, impacts on line

- managers and HR practitioners.

This research project explores the literature on devolution and decentralisation, with

particular reference to the Human Resources Function.

- It then seeks the views of nine employees, both line managers and HR Professionals in
RTE, through semi-structured interviews, on how the devolution of HR activities and the

decentralisation of the Human Resources Function have impacted directly on them.

The material gathered was then analysed and a conclusmn was drawn on the extent to

‘which the above-mentioned staff members have been affected by these changes
Overview

Radi6 Telefis Eireaﬁri is Ireland’s Public Service Broadcasting Organisation. It-has -

- provided a radio ‘service since 1926 and a television service since 1961. Its current
portfblio includes three national television channels; RTE1, Network2, TG4 and four-.
national radio stations; Radiol, 2FM, Lyric FM and Raidi6 na Gaeltachta.” Complimenting
these flagship television and radlo stations are a range of ancillary services; Aertel, a

" teletext 1nf0rmat10n service; RTE Online and various performing groups which mclude the
RTE Concert Orchestra, the National Symphony Orchestra, the Phllharmomc Choir, the
Vanburgh String Quartet and Cér na nOg.
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Challenges facing RTE — The Organisational Context

Until'a;few years ago RTE enjoyed a very comfortable position in the marketplace where it
had a monopoly on the competition. However, there has been a significant increase in
competltlon 1n the broadcastmg 1ndustry in Ireland in recent years, so much 50 that within
the Repubhc of Irelan:l alone, there are currently ten commercial channels all competing for
audience share; RTE1, Network2, TG4, TV3, Sky One, Sky News, Sky Sports, MTV,
Nickelodeon and E4.. This, coupled with an increase in audience fragmentation; a world- :
wide drop in advertising and uncertainty over licenee fee increases, have forced RTE to look = -
very carefully at their operations and identify possible areas of improvement;

,'_' Need for change identified

As aresult of the challenges mentioned above, RTE faced financial crisis. It needed to be.
able to operate ina transparent manner and be held accountable for.its use of the licence ¥
fee. This required RTE to be more- cost effectlve more efficient in its operations and more

flexible in 1ts cost structures.

“In view of the unsustainable deficit, RTE needs to make change happen faster and ata
lower cost than it has done in the past, driving the action necessary to'create a more

accountable and flexible organisation.” (Logical & KPMG 2002:5)

A review of RTE’s structure and operations was undertaken by an 1nternal PI'Q]CCt Team -

who recommended the adoption 6f a new structure for RTE;

“In order to ensure the successful development and implementation of the corporate

strategy, it is essential that an appropriate organisation structure is in place.” (RTE Project Team,
1998) '

The team proposed the adoption of divisional structures and it was felt some of the benefits

in adopting this type of structure were;
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» Better Output: combining all relevant resources under a single business division should

maximise output and enable additional revenue to be reinvested in programming: -

» . Lower cost: central overhead will be reduced and pressure created for all costs to drive:-

output and / or revenues.

- = Transparency: clearer measures of performance in all divisions, based on Key
.. Performance Indicators; this will demonstrate the value for money obtained from the -
. licence fee to Government and.the public; as well as providing the information to make

better decisions both within the business divisions and RTE as a whole:

" Accountability: giving decision making authority to each division will facilitate better .-
business decisi’éns, with clear responsibility for results. .

= Integrated Business Divisions

‘As aresult of these recommendations RTE’S internal structure has undergone significant

) change in the past twofyeafs and has seen a move away from a highly centralised,

- hierarchical structure to a decentralised, flatter structure.. A process was introduced << -

whereby staff from a number of previdusly centrally controlled functions such as Human
Resources, Technology, Sa_]és énd Marketing, Finance and Communications have been

. decentralised into newly‘estéblished.Integrated Business Divisioﬁs (IBD’s).. ThlS
integfation means the services being provided by these functions will be specifically

channelled towards contributing to the success of the IBD.

~ These newly established IBD’s were set up in an attempt to ensure greater cost
effectiveness, transparency and accountability and to provide a more streamlined service
capable of responding to the changing needs and circumstances of the broadcasting

industry. The Managing Director of each IBD has responsibility for cost, content and
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revenue and it is hoped that Senior Management in the IBD’s will achieve greater levels of

control and accountability within their particular division.
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The Knock on Effects for the Personnel Function

Prior to this change, the Personnel function within RTE was a perfect example of a
traditional, bureaucratic structure. It was a completely reactive function, had no input into
Corporate Strategy or the running of the organisation. Both management and staff in RTE

often questioned its value, role and significance within the organisation.
Upon review of the Personnel Function the review body concluded;

“It is widely believed that the primary responsibility for people managemeni currently lies

with the Personnel Division, and that this responsibility should lie with line management.

There is a lack of c‘l'arity in this area, with apparent overlap of responsibilities. There
“should be share_d"oWnership between line management and HR for the devélopnient of ==

people management strategies which address overall business needs” RTE Project Team, 1998) . @

It was very clear that RTE felt it was no longer viable for line managers to ‘ignore people ~ & -

nianagement issues in their area: 1t was emphasised that people managemérit needed to be %+ . .

the responsibility of all managers, not just Personnel Specialists.

Therefore, in an effort to address this, RTE revolutionised its ‘Pérsonnel Division. It created -
four separate decentralised HR teams in an effort to facilitate the devolution of HR

activities to the line, while retaining a much smaller corporate centre. These teams were
physically located in their respective IBD’s. The teams would report directly to the

Managing Director of their IBD with a dotted line reporting relationship back to Corporate
HR.

-1t was hoped that the devolution of HR activities would encourage local ownership of
issues and in RTE’s case, it was felt that if the IBD’s were going to be held responsible for
the Division’s performance, they needed to have control over the factors that influenced
this: hence the decentralisation of functions such as HR, IT, Sales and Marketing and

Finance.

28
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A New Structure for HR

Figure 1.1 below indicates the current division of labour within HR in RTE.

Figure 1.1
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An essential goal for the decentralised HR teams was to ensure that the HR dimension was
fully assimilated into the thinking of line management, when considering changes and

developments.

In addition the HR teams were to focus on enabling line managers to successfully take up
the full range of HR duties and responsibilities. It was envisaged that they would act as
consultants to line managers: that they would advise, consult and facilitate managers on the
~ various aspects of HR (e.g. recruitment, retention, resolution of local IR issues).. It was -

hé)ped this would help move HR away from the ‘doer’ role they previously held.

It was hoped this move would enable the various IBD’s to make speedier‘ decisions and
empower them to become self managed teams, which would then lead to the development
of a flexible, dynamic fast changing workforce which could adapt to the changing . -

environment and strive for competi:tivé advantage in the marketplace. X
* The role of the Corporate Centre

While recommending the need for decentralised HR teams to be physically located in the
IBD’s, the review group also recognised that consistency in policies and strategies was

~ essential.

They recommended that the role of the Personnel Division at the centre of the organisation -
should be “to build a shared mind-set and focus across RTE on people management issues,
and to help create a vision and develop a consensus about the people management ethos of

the organisation.” (RTE Project Team, 1998)

In order to deliver on this they recommended that the Corporate HR Centre should;

» - Lead the development of HR strategies and policies to meet the needs of RTE in a

competitive environment.
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* Lead the development or redefinition of guidelines and procedures to support the

devolution of responsibility for people management to line management.

» Provide specialist support and services to line managers to enable them to undertake

their people management role competently.

.. The HR corporate centre in RTE is there to provide support to management at all levels on'
matters of policy implementation and development. It.alsc supports the decentralised and
_devolved HR function in the line (IBD). '

-. A dotted line reporting structure back to the-centre has been established as there was a fear

.that some HR teams would go ‘native’ and.put the department’s operational needs in front

 of corporate HR procedures:and policies.. This is a noted pro:blem-‘with devolution, as Hall
(1998:36) points out. By having thjs dotted jjhé r_eportiné structure it is hoped.that the
Corporate HR will have some r2>le in monitoring HR practices within the various téarns;to
énsure they operate within éérﬁpany best practice guidéliﬁés. ;Fhere is s;)me, débate 'Within

RTE at present as to whether'or not this is-proving successful.

It is against this background that the concept of devolving HR activities to line managers

and the decentralisation of the HR Function is being examined.

The researcher wishes to identify the impact this has had on management and human

. resources with RTE and if this concurs with the findings from current literature.
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Literature Review

This section is concerned with reviewing current literature on the changing role of HR in
today’s competitive environment and how companies are using devolution and

" decentralisation today in‘an effort to improve performance.

" 'The Changing Face of Organisations

. .. - Ay 3
' . . N . . . R . . . e

Organi'sations today face anumber of challenges. Karen May (1998 identifies these as

. envrronrnental pressures such as 1ncreasmg globallsatlon rapid technologrcal change
~ and tougher competition. ’ ‘ ' '
. .’orgamsatlonal changes such as new structures and hlerarchres new ways of assrgmng

.work and a very hrgh rate of change

¥

" “As a consequence of these forces of change; organisations are finding themselves'in the
midst of a revolution in organising and managing people. A flatter, less bureaucratic, less
* hierarchical, faster and more responsive organisation is emerging as the model for'the

future.” (Beer.as cited in Ulrich et al., 1997:84) -

Traditionally the most common organisational structure in large organisations was the

bureaucracy, which typically grouped people together by function. Tt was felt there:were

** efficiencies and economies of scale to be garned from havmg llke mmded specialists

- working together. Control and decision making in bureaucracies was retained centrally and
typically exercised in a top down fashion. Buchanan et al. (1997:326) felt that a “greater
uniformity in.decisions” take place in a c‘entralised structure and that because “iOp level
managers are more aware of an organisations future plans they are more likely to make

decisions in the company’s best interests.”

However, concerns have emerged in recent years as to whether or not this structure can

really add value in today’s ever-changing environment.
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Some weaknesses of this type of structure are:

Obsessive concern with following the rules.

Functional goals can override overall organisational goals.

Inability to respond rapidly to change.

* “There are often too many levels of authority. Even if fop management formally have a. '

lot of control it is often hard to exercise it.” (Farferfjall, 1995)

“In many well-published cases, value has actually been created simply by splitting-up the

parts.” (Hewitt as cited in Ulrich et al., 1997:44)

As a result we have witnessed a growing trend towards. décentr_alisation within

organisations. oy

10
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The Stage has been set for change in HR

All of this has had a direct impact on the structure and operations of the Human Resource

Function within organisations.

“Traditionally in bureaucratic organisations, HR professionals created and admini_étered the
systems-training, selection and rewards. The HR function added value by creating systems
that produced bureaucratically.correct behaviour as well as the predictable and orderly - .
development of people and thieir careers. Not surprisingly it gained a reputation as'a bastion

of the status quo.” (Albers Mohrman as cited in Ulrich t al., 1997:242)

But; Albers Mohrman (cited in Uirich et al., 1997:242). states “the era of traditional bureaucratic
organisations-is over: stability needs to bé replaced change innovations-and new

T,

organisational designs.” :
“CEO’s are now aware. that organisatiéﬁal éffectiyeness is crucial to competitiveness and
realise that the current.HR function is expensive and ill-equipped to help them build a

competitive organisation.” (Beer as cited in Ulrich et al., 1997:85)

“Line Executives see HR as an expensive function, which:makes a negligible contribution -

to their business.” (Beer as cited in Ulrich et al., 1997:36)

“This can no longer be sustained or justified. Pressures for cost reduction not only demand .
a different corporate organisation, they place pressure on the. HR function to be cost

effective.” (Beer as cited in Ulrich et al., 1997:85)
This represents both a major-threat and a major opportunity for the HR function. The HR

function can deliver value to organisations by “helping them navigate the uncharted waters

of the new era.” (Albers Mohrman as cited in Ulrich et al., 1997:242)

11
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A Vision of the new HR role within organisations

.. “There is little question that HR is undergoing profound change.” (Beer as cited in Ulrich et al. 1997:84)

It is broadly acknowledged that HR must take on a more strategic role within the
--organisation, with HR objectives being fully integrated into-the overall aims of the

business.

“To make a successful transformation, the HR function will have to-shedvits.tr.adition‘al IRERPEI

administrative compliance.and service role:and adapt a new strategies role concerned with . -

developing the organisation and the capability of its managers” (Becr as cited in Ulrich et al., 1997:88)

He believes that the new HR function “will be much smaller but more high powered;.its:-

key role will be strategic.” (199/',7?’:'9:0) i

:Karen May (1998)°concurs with;'this,'zfstating “within‘these pressured.organisations, thereisa". .
need for, and op'b'ortunity for the Human Resources function to play a critical role in -,
helping organisations navigate through these transitions.” She believes that the HR |
Professionals of the.future need to be people who will understand the pressures of;running

"an effective business-in today’s market.”

She outlines two strategies that have been adopted by organisations in an effort to respond

. to the'environmental and organisational pressures mentioned above. .
* Business Unit Assignment.(Decentralisation)

_“Some companies are assigning HR employees to épeciﬁc business unité as a way of
enabling them to develop a foc’ussed_relatibnship with a small part of the business. This
relationship can be enforced when the HR person has a direct relationship with the leader of
the business unit. In these situations, the Central HR group usually provides information

and services to the ‘distributed’ HR representatives, who then deliver the service personally

12

oo



Chapter Two — Literature Review

to the Business Unit. One advantage of this structure is that it fosters flexibility and
creativity as the local HR practitioner can modify and tailor processes and services to meet

- the needs of their assigned Business Units.”

.- “At the business unit level, human resource partners will work closely .with the general
.- manager a_nd,&his/'her, team to access, diagnose and develop the alignment of the organisation .
with strategy and aspirational values. This role will demand of the HR specialist a deep
understanding of the business plus expertise in organisational design, organisation change
... and.intervention methods. Analytical and interpersbnal skills needed to facilitz__zte change
_.wil] also be essential.” ‘(B‘eer' as g};;g in Ulrich et al.; 1997:90)

» Sharing responsibilities for HR activities between HR & line manager

“This apﬁro’a'ch al]owse'tﬁe manager to be more fully involved in the devclopmentAailld 2

direction' of employees, with HR asa resource: it requires, however, that these managers *

.. have the capabilities needed to work through issués with employees successfully. Many - - a3
.+ companies are therefore increasing line managers access to information.” (Karen May, 1998) * . ¢ .

,®. Corporate HR
Corporate HR staff will consist of a few experts in a number of disciplines (for example
. . compensation and management. devclopmcnt).,They will also.provide support general "
. anagers.and their HR partners (in the line), (Uirich et al., 1997:90)
s -Summary
- Organisations face a number of ché_llenges in téday’s dynamic business environment. This

. is forcing organisations to look at how they can ‘do things better’ in order to achieve .

~ competitive advantage.

13
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As a result there has been a growing trend to decentralise and this has had a direct impact

on the Human Resources Function within organisations.

HR now needs to prove that they are directly contributing to the improved performance of -
- .the business. They need to adopt a more strategic approach to-help develop the capabilities
of its managers. (Beer as cited in Ulrich et al,, 1997:38) This has led to the devolvment of HR

: "re'sponsibility to line managers and the decentralisation of the HR function to.local level

. units within the organisation.

“Compahies based on rigid hierarchy will be consigned to the dustbin of history. In the
brave new world of decentralised organisations, managers will have to learn to cultivate
and éo-ordinate, rather than command and control.” (simon London, 2004)

L

.. This researcher will now look more specifically at current literature on~thesq;’fwo concepts:

14




Chapter Two — Literature Review

Devolution and Decentralisation .... what’s the difference?
» Definitions

- Although two very separate concepts, with two different meanings and therefore, very
different implications for both the organisation and the HR function, (depending on which -
approach is adopted) I found that a number of texts or authors do not make any dis’tiné}tion
between these-two concepts. Torrington & Hall (1998:46) acknowledge, “the word devolution
has often been confused with deceﬁtralisatiOn'of-personnel activities” and they found that'.
the literature on devolution'is “often intérming’led'withthat on the-decentralisation of the.. .

Personnel Function and it is difficult to diséntangle the two.” (Hali ctal, 1998(a)41)

For example, Buchanan & Huchzynski’s (1997:326) definition of decentralisation refeis to:
“authority and responsibility for decision making being dispersed more Widely downvyards
and,given-“té ihe operating unit's,Abran‘ches ‘an.dAlovlver level manageré.“‘iHOwgver a»nu_ni'be,r

* of authors dcfinotnece*ss‘arily believe deéentralisa‘rion goes hand in hand with the . ~ ;
devolvement or decentralisation of authority. In some cases organisationis may have a

decentralised structure with authority still being retained centrally.

Torrington and Hall {1993:47) associate decentralisation with personnel’s physical location in

the organisation and according to them “devolution is to do with line managers, as the ..
personnel function transfers some of its responsibilities and activities out of the personnel
function altogether so that line managers have fuller responsibility and scope to do their -

jobs.”
They differentiate between these two processes by stating that decentralisation applies to

“changes in departmental structure and devolution to changes in the allocation of

authority.” (Torrington and Hall 1998:47)

15
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Keen, as cited in Torrington and Hall, (1998:75) however, argues in favour of devolving
authority when undergoing a move to a decentralised structure. He believes “ it.is important

for departments to have alignment between accountability and authority for activities.”

‘RTE is an example of a company that moved.from a centralised to a decentralised structure .. .
but who also attempted to devolve authority for a number of HR issues to line management.. .
- .The aim was that the HR function would be a shared responsibility between HR and line.

. managers and it was hoped the physical decentralisation of HR would facilitate this. -

...For the purpose of this exercise.I will use Torrington and Hall’s definitions of both
devolution and decentralisation (as outlined above). I intend to discuss the two issues .
separately as they have -very different implications for line managemeht, HR professionals-

.and the organisation as a whole.

16
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The Emergence of Devolution

“The issue of the allocation of people management responsibilities between line

management and the specialist personnel function is as old as the function itself.” @ati et i,

- . 1998(a).42) -

_-Although it was seen as a background issue for a number of years literature now suggests

. -that “devolution of people management activities to the line is very much a live issue and

desirable.” (Hall ctal., 1998(ay44)

~ Some of the reasons for this surge in popularity may be:

* Fewer managers in the organisation

- ) s
18 e . i

“In the past few years, downsizing and delayering have been accovrr_lpan.icd' by a massive

shift in day-to-day decision making to line managers” (www.wainwright.irust.btinternet.co.uk, 2004) "

Organisations have undergone a significant amount of downsizing and delayering over the
past number of years i’n‘,:a'n effort to reduce hierarchies, create a flatter organisation and cut
costs. As a result there are fewer managers in the organisation. This has created a situation
where Senior Managers, who must now concentrate on developing the overall strategy of
the organisation, pass a lot of the day-fo-day decision-making authority to managers lower

down in the hierarchy.
* A reduced personnel function

HR functions have also been affected by downsizing resulting in significantly reduced HR

departments. Again this impacis on line managers, as previous levels of HR support is no

longer available to them.

!

17
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HR no longer has the “administrative capacity or the staffing levels to solve everybody’s

problems; so the line managers will have to do it.” (Torrington and Hall 1998:61)
s The Changing Role of HR

According to Torrington and Hall there has been a “deliberate attempt to reposition-HR .
- specialists and the Personriel Function within the organisation.” (1998:68)
HR, in an effort to add more value to the organisation, is now moving from an

administrative or operational role to a more strategic role within the organisation. - .

However, Colling and Ferner, as cited in Hall et.al. (1998(a).44) find that HR, in trying to rid
themselves of this administrative role, in an attempt to take.on a more strategic role, still .
have “to intervene in the detail of line decision making,and‘become:involve_d‘in S ;
firéfighting.”. It seems then that there are difficulties when~atté"mpting7tolmék\e"the jump - '

# - fromanoperational to a strategic role. L S
* " The rate and pace of charnge in organisations

Nowidays organisations need to be flexible, innovative and adaptable to change.

~ Devolution “provides the opportunity to create an adaptive organisation.” (purcell, 1995) it

. -allows-for decisions to be made more quickly, with the relevant people- making'the’
decision; that is people who have an awareness and a Working knowledge of‘the various"
problems or challenges facing them on a daily basis. It also allows for flexibility within the
organisation and fosters creativity — fhése are all essential requirements in organisations -

today if they want to retain their competitive edge. (Leach as cited in Torrington and Hall 1998:65)

W * According to Buchanan & Huchzynski (1997:326) there are a number of reasons why

‘,k!;:.”%"

devolution can enable organisations to be more responsive, dynamic and flexible:

18
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» Lower level decisions can be made more easily.

» Lower level management problems can be dealt with on the spot.

* Lower level managers have an opportunity to develop their decision-making skills.

« The motivation of lower level managers is greater when they are entrusted to make
decisions, rather than always following orders issued at a higher level.

* An organisation’s workload is spread so as to allow top-level managers more time for .

strategic planning,

According to Joseph Foegen (1998) ““a vigorous effort is being made in benchmark firms, not -
only to seek constantly better ways to do things, but to do so more democratically, for -
assumed long-run effectiveness. As a result “decision making has been ‘pushed downward’

with a vengeance.”

\ ot

Malone (1998) feels “the advantages Qf:decentralilsi.ng decisions to local decision makers is ..

increased motivation, which often leads to higher quality of output and more creativity.and &

initiative.”

19
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Implementing Devolution

"“The way in which devolution is implemented appears to have an impact on its success.”
(Torrington and Hall 1998:66)

Although very little is written on how best to effect devolution, there are a number of

factors that seem to impact on its success and these include:

* Top management support .

. A lack of support from top management” was outlined as one of the main barriers to the -

devolution of responsibility. (Torington and Hall,1998:49)

It is vital that senior managers’ give their support if ‘a‘ny‘change programme is to be

successful within the organisation a.nd dev olutlon is no exception. Itis essentlal that senior - |

managers clearly communicate thelr support for the initiative to all employees in the.

organisation.
* Speed of Implementation

“Those personnel departments which had attempted to manage the change slowly and

provide considerable support had made greater progress towards devolution.” (Torrington and

-

Hall, 1998:66)

It is felt that devolution is more likely to be successful in organisations where change has
been introduced incrementally. Sufficient support must be made available to line

management throughout the process.
= Practical suppoi’t

. :
Managers need to be provided with training to facilitate them in taking up their new

responsibilities. “A number of managers may feel they are not equipped with the relevant

20 )




Chapter Two — Literature Review

skills to take on this new role. It is quite common for managers to have been chosen for
their role ‘based on technical merit’ and they may not possess the skills required to embrace

their new “HR’ role.”(Torrington and Hall, 1998:64-66)

“Devolution is an ongoing process rather than a shifting of responsibility and getting there

involves HR working with line managers to pass on skills and to give them confidence.”.
(Hall et al., 1998(a):50) '

* Attitudes of Line Managers

The success or otherwise of devolution will depend greatly on how re_ccPtivc line managers

are to the change; whether they shy away from it out of fear or embrace it.

“In line with a great , deal of current practlce and theory, a major issue is the extent to wh1ch~

line managers, the dlrect bosses of most employees, will take on personnel roles.” PR

(Purcell 1995}

Guest, as cited in Torrington et al. (1998:65) makes a critical point when he talks of the
“attitudes and behaviours of line managers -and the need for them to recognise the -
importance of Human Resources and the need for them to engage in practices which reflect

this understanding is crucial.”
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The attitudes of Line Managers to Devolution

The reaction of line managers was reported to be mixed.

‘Some “welcomed the involvement and control that the transfer of these responsibilities-

-gave them” (Leach, as cited in Torington and Hall, 1998:65) While others felt they were being dumped on.

“Although many managers mentioned the positive aspects of devolution there was an air of

scepticism towards these changes as “being dumped on” and “cost cutting”. (Holden et al.

as cited in T&H (C4 p65) : ,

Many line managers felt that HR just wasn’t their responsibility, and.in international

research conducted by Hoogendoom and Brewster (Hall et al,, 1998(a):53) they found that the -

majorlty of line managers “did not have the time to carry out personnel act1v1t1es and’ d1d

not feel sutficiently skilled to carry them out.’ They also found that even when tramt;fé'

Cov

was provided, managers felt they didn’t have time to attend the course either! '

The Attitudes of Personnel Specialists to Devolution

According to Torrington and Hall’s research, interviewees “appeared enthusiastic” and
spoke of devolution “in very positive terms”. Most felt their role wasn’t being done away

with; they were simply gaining a new perspective on how best the function could add value

to the organisation. (Torrington and Hall, 1998) However, Wilkinson and Marchington (cited in Hall et al.,

1998(a):44) argue that there “is still some disagreement as to whether devolution reflects

personnel giving away responsibility or having it taken from them.”

Many “identified devolution as a mechanism to rid the personnel department of its
administrative image” (Torrington and Hall, 1998:61) and “they saw it as an opportunity to swap

operational tasks for perceived higher value strategic involvement” (Tomington and Halt,1998:68)
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Overall HR seemed upbeat about the changes but in addition to their positive views, they

expressed a number of concerns too.

* A fear of a loss of control and power
_“We found not only a reluctance on the part of some line managers to take on personnel

responsibilities, but also a reluctance on the part of some HR staff to let go.” (Halt et at,
1998(a):50)

| .“Tl‘léré’fore if could Be' argued that thzay (pérson‘ne]) are putting a brave féce oh(a itnzhange
which was forced upon them by a shrinking personnel function and by pressure from the
top of the organisation due to the march towards ‘decentfalising responsibility and

accountability.” (Torrington and Hall, 1998:69)

= Difficulty in ietting go of some operational activities C S EE S
B2

HR may feel there aré tasks they are more capable of doing than line managets, and that o i
there are tasks they enjoy doing (e.g. interviewing) which they therefore may not want to

" give them up.

- Additionally it was thésg‘tasks that highlighted'the importance 'of‘sigﬁiﬁcé.nce of HR’s ~
" ‘coritribution to the organisation in previous times so HR inay feel if they lét gd of these’

b tasks they will become irrelevant to the'org'anisation. ;(_Tbrtihgibn and Hall, 1998:55)
" a - The need to learn new skills
“To play a strategic role they will have to have analytical and interpersonal skills equal to

the'best consultant corporations now use to assist them with organisation effectiveness and

change issues. Many HR professionals lack these professional skills.” (Beeras cited in Ulrich
1997:92) ‘

23




Chapter Two — Literature Review

To sum up “devolution has potential implications for the role of line managers at all levels,
the role and development of Personnel professionals, the feasibility of establishment wide

HR strategy and consistency in the handling of day to day people issues.” (Hall etal, 1998(a):41)
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Decentralisation

I will look now at the reasons behind organisations move toward decentralisation. In this

section I will focus specifically on the decentralisation of HR. '

In recent times “dec’entralisation in.organisations has-found much more.favour” (Torrington and
Hall, 1998:73-74) o much so that Torrington and Hall believe “there is considerable evidence to
suggest that the divisional form of organisation, as opposed to the traditional functional -

form is now the most common.” Organisations are beginning to question the effectiveness.

of the traditional centralised structure in today’s dynamic business environment. =

v

* Why has this come about?

* “The push behind divisionalisation and decentralisation has been. the desire to-increase:. -

efficiency and performance, particularly in organisations with a very diverse fange of:3

«

. .businesses.” (Torrington and Hall, 1998:74) _ o T R

“Over the past number of years the size of companies has,décreased; Companies can no -

longer rely on hierarchy and command as prime sources of direction and control.

Companies need to be more agile and flexible.” (ohn Storey; 2001)
. . »g

According to Tam 003) “Decentralised structures favour companies that require Jocal

knowledge and quick on-the-spot decisions.”

Purcell (1995) states “Management decentralisation empowers business-unit managers to:

identify the most appropriate policy and practice that would meet operational requirements

and create a consistent and compet_iﬁve edge for the company.”

“Organisations are using this structure (i.c. decentralisation) in an effort to be more

innovative.” (Peters, 1998)
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Decentralisation of the Human Resources Function

-“The HR organisational model has also followed the decentralised strategy model i.e. a
central HR function with broad ‘policy’ guidelines but with the real HR action taking place -

inside relatively autonomous business units.” (Urich etal., 1997:44)

- Types of Decentralised HR Structures

Torrington and Hall (199881 identify a number of different types of decentralisation and -
“according to them * the implications of decentralisation both for HR activities and for HR - - -

specialists will be heavily influenced by the form of decentralisation adopted.” .

Physical Decentralisation Type A
"+ “Where the HR specialist reports directly to the head of the line de:ﬁartr;nerit in the which

L ¥

“they are located.” ' : R

Physical'-Decentrélisation Type B

- “Where the HR specialist reports to central HR even though there are located in a line;::
'department.” |

Virtual Decentralisation . ’

 In this struéture there i$ no physical relocation of HR but particular HR professionals are
assigned responsibility for specific depértments within the organisation. (Torrington and Hall, -
1998:31-87) '

~Advantages of a Decentralised HR structure

“Being based in the business rather than in the centre presents some attractive advantages

for HR specialists.” (Torrington and Hall,1998:76)
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“The HR Specialist gets the opportunity to become more involved at an operational level in

the business.” (Tormington and Hall, 1998:76)

This gives them the advantage of gaining an “understanding of the needs and culture of the.
_ business so that delivery of the proper standards of productivity and commitmentis .

~ensured” (Torrington and Hall, 1998:76) , _ _ ' .

“It provides an opportunity for personnel specialists to become more integrated into the . . ...

. busmess,,therefore ensurmg their “legrtlmacy and relevance in the orgamsatlon ” (Torvington ™.

and Hall ]998 76- 92)

t

Disadvantages of a Decentralised HR Structure

However decentrallsatron seems to result in some drsadvantages for the orgamsatlon as

well as the spec1allst HR function.
Some of these disadvantages are;

= Managers will put short-term issues over long-term and focus more.on the

business demands rather than the overall strategy of the organisation.

“One of the most common mrstakes that managers make when managmg a busmess unit is.
| to belleve that they can behave as though they were the Managmg Dlrector of an. T
mdependent company. The key questions for the parent orgamsatlon are how it can add.
value by owning a decentralised set of businesses, and how it can best manage -

decentralised units.” (Purcell, 1995)
~ There is a tendency to focus more on the business-unit than the overall organisation as

managers “only respond to short-term pressures which the business faces rather than any

long-term strategic corporate initiative’ (Torringion and Hatl,1998:75)
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= Conflict of interests

HR specialists in the line may feel pulled in two directions;
“Small groups of specialists, or a single specialist may be much more susceptible to
pressure from the line as they are relatively isolated from other specialists and “meeting

department needs often brought them into conflict with central HR strategy”.
(Torrington and Hall, 1998: 85 86)

» Lack of Clanty of roles around the boundarles between the role of the business

" HR unit and the central HR umt

Farrell (cited in Torrington and Hall, 1998:85) spoke of a “lack of clarity in practical terms about how
the roles were divided” and a “blurring of the edges and an uncertainty about the central

role”.

“Tensions between the central and departmental units were'identified and some line

managers were unsure about the HR management structure but were much clearer about

what to expect from the departmental rather than the central unit.”

“As such 1t was the local HR officers who were seen to add value wh11e the central unit

appeared to be in no man’s land” (Torrington and Hall, 1998: 85)
®» Lack of Communication

For the htost part decehtralised HR did not seem to be ihvolv_ed in helping to de\}elop‘HR

policies resulting in central HR implementing policies that were not relevant.
Farrell (cited in Torrington and Hall, 1998:85) reports, “all directors felt HR strategy was formulated

from a centrist point of view and that departmental needs had not been taken into account

sufficiently.”
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Many recognised the need for a two-way flow between central HR and the departments so ..
that departmental needs could inform strategy development yet “there appeared to be no
mechanism for breeding departmental HR needs into the centre to inform strategy

" development.” (Torrington and Hall, 1998:91)
* Inconsistencies in the way employees are managed

Fam_\ellv reports that the-central unit felt they could not impose initiatives on departments due
- to the ét;eng{h of the QecenUalised pafadigm thai exists and his evidence sugge.sts f‘itvyvas E
the department which had the greater power and decentralised HR officers aligned
themselves with departmental strategy rather than organisational HR strategy when a

choice had to be made.” (as cited in Torrington and Hall, 1998:86)

= Diseconomies of Scale T -y

>

“Decentralisation is a mixed blessing. For example, some of the savings will be eaten'up"

8L
.

when the decentralised companies start to duplicate facilities, information capabilities of’

staff’ (ragerfjall, 1995) A : .
* Diminution of the professional role in the centre

Asa result of the prevailing power of the departments Corporate HR is “isolated and
marginalised to such an extent that the departmental agenda prevails and Central HR is
unable to have any impact on the establishment. In many cases the professionals in central

HR are reduced to being ‘auditors’ and ‘monitors’ of practices in the line.” (Torrington and Hall,
1998:94)

To ensure this does not happen better communication and information sharing are required

between HR professionals in the centre and the line.
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‘It is with this in mind that I wish to examine the process of Decentralisation and Devolution
within RTE. Through the use of semi-structured interviews I will identify the impact
-devolution and decentralisation has had on line managers and personnel specialists and

compare these with the experiences identified by academics in the literature review. .
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Research Methodology

“»  Research Aim

Through both primary and secondary research I wish to examine how the decentralisation
and devolution of HR has impacted on the role of line managers, HR Professionals and the

Human Resource function-itself.
‘a  Literature Review -

The literature review, which precedes this section, is mainly concerned with looking at
what has been written on the subject of the decentralisation of HR and the devolution of its

activities to line management.

Given the particular focus-of this project the readings referred to in the literature review  ~ + - & -
looks at research carried out between 1980 and 1995 by academics who examined, more : .. =° i
specifically, the impact decentralisation and devolution had on HR, line managers»é.nd the =

HR function itself.

However, the researcher found that while much has been written on the subject of
decentralisation itself, less has been written on decentralising and devolving the HR .
Function, and even less again on the impact these changes have had on employees within

the organisation.

Therefore it was felt that primary research would augment the findings from the literature

on this subject.
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Primary Research
s Research Objective

To gain an insight into HR and line managers’ views and thoughts on the devolution

and decentralisation of HR within RTE.

“The choice between different research methods should depend upon what you are trying_to -

find out.” (Silverman, 2000:1)

With this in mind the researcher opted to use qualitative research methods to collect the

research data.
* Rationale

Qualitative'Research is the most widely used form of research when trying to d‘elve_into;'z; ‘
how people think and feel about an issue or topic. It deals'with the ‘reality’ of a situation .} %
from the interviewee’s perspective. Issues pertaining to their experiences or views can then '
be explored to identify any common patterns or themes.
. “Qualitative research generally examines people’s words and actions in narrative or

. descriptive ways more closely representing the situation as experienced by the

participants.” (Maykut,I1994:2)
“The methods used by qualitative researchers exemplify a common belief that they can. .

provide a deeper understanding of social phenomena than would be obtained from purely

quantitative data.” (Silverman, 2000:8)
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=» Data Collection

A number of different methods were examined to identify which would be most suitable
given the focus of this study. Silverman (2000:90) sets out four data collection methods

commonly used by qualitative researchers. See Figure 3.1

Method Features : Claim

Observations Extended periods of contact Understanding of ‘subcultures’

Texts & Attention to organisation and Understanding of language and

Documents use of such material ' other sign.systems

Int'er\{iews relatively unstructured and Understahdihg ‘experience’

: open ended

Audio & video Precise transcriptions of . Understanding of how :

Recording naturally occurring interactions interaction is organised. ;. SR T
(Fig.30) - | T

The researcher decrded to use the interview method to obtain employees oplmons dlrectly

and also decided, upon agreement with the interviewees, to record the interview sessions. L

Maykut et al. (1994:79-81) describe an 1nterv1ew as a conversatron w1th a purpose ” and “the -
shape that an 1nterv1ew may take has been descnbed m varlous ways rangmg from a

structured format toa relatlvely unstructured format

“Each format however, shares a critical commonahty the questions are open- -ended and

de51gned to reveal what is important about the phenomenon under study.” (Maykut et al., 2000:81)

This researcher conducted face-to-face interviews with a semi-structured line of -

questioning.

There was a fear that interviews conducted by myself might lead to some questions being

answered in a politically correct manner, as the interviewees might not feel comfortable
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expressing their views to a fellow employee. One way to help eliminate this problem was
to sequence the questions in such a way that the more difficult questions were left nearer
the end of the interview at which time, it was hoped, the interviewee would be more

relaxed.

The semi-structured interview format allowed this researcher to develop a framework of
- questions but also left sufficient flexibility to probe particular areas of interést more deeply
+ -or to add follow up questions in light of a particular response. Maykut et al:(1994:87)

recommends this approach for beginner researchers!

“In the actual interview srtuatron the skilled researcher will dlscover what is 1mportant to
the 1nterv1ewees within the broad boundarles of the interview topics and questions and

pursue these new discoveries in the interview.” (Maykut et al. 1994:83)

At al] times the.focus was on asking open-ended questions in an effort to engage the

1nt°1v1ewees in a conversation with the researcher. The probe method was used in llght of -

any additional information coming to light which the researcher felt would be of use to the zji:

research topic. A full transcription of the interviews is to be found in Appendix 1.

Patton, as cited in Maykut et al (1994:95) defines a probe as “an interview tool used to go

B deeper into the interview responses
* The Pilot

The pilot served as a ‘dress rehearsal’ for the ‘real’ research interviews. A strategic sample
was chosen and a pilot interview was conducted with fellow colleagues on Wednesday 30™

June and Thursday 1* July 04. They made a few suggestions and these were taken into

account during the actual research interviews. (e:g. Are the questibns clear enough?)
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As it had been planned to record the interviews it allowed the researcher an opportunity to
test the equipment to ensure it was recording properly and that the recording was

sufficiently audible for transcription purposes.

It also afforded the opportunity to practice the interview questions to identify whether or. .
not I was getting the information required. In addition consideration was given to the
- content and format of the interview and other factor such as pace, setting, interview style -

and line of questioning.
* Recording the Interview

Although there is varying opinion on the advantages and / or disadvantages of récording an
interview, this researcher felt that by recording the interview she could focus'more on the -
interview itself rather than attempting to take notes during the interview and: p0351bly miss.
important points made by the 1nterv1ewees in the process. o R

L

This approach does have its drawbacks however, given the requirement to transcribe the - it

interviews onto hard copy. This is an extremely time consuming exercise and it is

sometimes felt that the meaning of particular responses are not easily translated onto paper.
* Population and Sample

The research focused bn a population of 116 employees, which consisted of 90 line

managers (i.e. those with people management responsibilities within RTE) and 26 HR staff.

Purpésive sampling (Maykut et al, 1994:57) leads the researcher to interview people who
contributed to producing a fuller picture of the research issue, which is why a sample was

chosen from the population outlined above.

“We continue to gather information until we reach the saturation point, when newly

collected data is redundant with previously collected data.” (Maykut et al.,1994)
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This researcher felt she had sufficient information following nine in-depth interviews: three
with line managers, three with Corporate HR staff and three with Decentralised HR staff in
RTE.

The researcher endeavoured to gain a balanced sample demographically by aiming to
secure interviews with significant quotas of both genders and age groups in order to

- eliminate any biased findings:
* Confidentiality

It was requested that the identity of the interviewees’ not be revealed and I have honoured
this request. .Therefore I have not outlined a profile of the interviewee prior to the ..
interview. The only identifying feature I make reference to (this is evident in the

transcription) is to whether the interviewee is a line manager (1) a member of a

interviewees;to do this, and it was granted in the context that.it would allow me take a 'moi@: "

- effective approach to the data analysis.
~ = Analysis
This involved reading the text line by line and takiﬁg a threé-step approach to.the analysis:
= Literal — looking at what people said.
» Interpretative — looking at-what people meant.

» Reflexive — what does it all actually mean?

It was hoped that by interactihg with the data in this way common themes or patterns could

be identified emerging from the data.

To assist the reader and make the transcript references easy to locate, I have assigned ‘T1’

as the first transcript, “T2’ as the second and so on. There are nine transcripts in total. Each
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line of the transcript has been numbered, starting with the number one and moving down in

steps of five. This can be seen at the left-hand side of the transcriptions (Appendix 1).

As mentioned, the interviewees have been identified by staff catégory; line manager (1), a

member of a decentralised HR team (d) or a member of Corporate HR (c).

When referencing a particular section of a transcription in the data analysis chapter I have.

adopted the following approach:
T (Transcription); L/D/C (staff category); P (page); Ls: (the line number)
For example T1,D1,P3,Ls:77-78 refer to the féllowing quote:

“I'think I would like to get a little bit more proactive and.I’mfbbping to get'to that stage as «~..

",

the year goes on!” a
‘ l . o "

This quote is available from transcription One, decentralised HR interviewee 1, page three, :.r%
lines 77 to 78. It is hoped this will facilitate the reader when trying to locate a particular -

statement made within the transcriptions.
* . Findings

The findings from the data analysis outline what this researcher felt the most salient points
of the interviews were.

%,
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Data Analysis

It is my intention to look at a number of areas in order to identify the extent to which the
decentralisation of the Human Resources Function, and the attempt to devolve HR
activities to line managers have impacted on line management, HR Professionals and the

Human Resources Function itself. The main areas of concentration were:

» The devolution of HR activities to line managers
» Decentralised HR teams

» The role of Corporate HR

Within these areas a number of themes emerged and [ will examine these in the context of

the data gathered and current literature on the topic.

Devolution of HR activities to line managgr's‘ e T, ‘
o What HR activities havé'been devolved to the line?

HR identified the following areas as having been successfully devolved to line managers:
» annual leave

* sick leave reportipg

"®  recruitment

» JR issues

» Are line managers happy to embrace HR activities as part of their role?
Most managers spoke of an increase in workload and the difficulties encountered in trying

to meet the various demands of their role as a result of the devolution of HR activities to

them.
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One interviewee (HR) felt that perhaps line managers had been overloaded with work and

this should be reviewed.

. “I know what comes back to me from the line. managers, from being involved with them in
. training and development, is they do feel aggrieved. They feel that a lot of their time is . -
now taken up with HR work, as they see it not being their work, and that their ‘real work’,
as they see it, is getting neglected. I think we have possibly given some line managers too

much to do. And I think we need to look at that again.” (17,C1,P50:Ls:2404-2419)
One line manager spoke of the difficulties experienced in TV IBD:

“I don’t know if managers have taken on their full HR role really. It has been very difficult.
for them (editors, producers, etc.) because they were people who recruited for their editorial
expertise and their knowledge of programming, not in tem‘ls.of.management‘skills as,éth :

and I think it has been a big learning curve.

I acknowledge that people need to learn-and they have to be able to take up' these other . :: s
tasks but really that is not their background and now they find, not only do they have to

worry about ensuring audience ratings for the programmes, they have to spend considerable
time at a pc sanétioning annual leave and this has been a huge, huge 'leamiﬁg curve for

them.” (T4,L1,P31,Ls:1479-1504)
Other line managers interviewed had similar experiences:

“There is increasingly more and more administrative work involved in this role so it has -

become much more difficult, and at times the focus can go-away from the end product.”
(T5,1.2,P36,Ls:1755-1757)

“When I first started in my role I suppose the-editorial side of the job would have been
about 60% of the work and the management side would have been about 40% and they are

now more than reversed. But still the most important part of the job is the editorial. You
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have to make sure that the output you are responsible for is at the standard that gives News

its reputation, that gives us listeners and earns us revenue.” (16,L3,P42,15:2027-2046)
* Did:managers feel then HR should be given a priority in their role?

For the most part, the line managers I interviewed accepted that people management was a
- very important-element of their job and really, it was part of what being.a manager was
about. It.appeared-that line managers were of the-view that HR was a shared responsibility-

between themselves and HR.

“I’ve always presumed I’ve had a people management role, apart from the objective of -
- getting.the work done. I do lean.on HR for advice, I wouldn’t claim to be any expert, but

- where I do have complications I do come across them and try to get it right.” -
. (T512.P36Ls:1734-1738) '

“It is very important. At the end of the-day the Newsroom is a better place and we: do-the

-

~Jjob better if we.have people who are more-skilled and v;/ho are more motivated by doing the ﬂ;,

. job that they enjoy doing.” (T6,L3 Paa,Ls:2106-2114)

" “It’is key now that managers now do actually manage their area and I think it is essential :
' that they all work to achieve that. T don’t think it’s that difficult oncé the mindset is
changed but it is extra work.” (L1,T4,p33,L1490-1539)

»  Did HR feel line managers were happy to take on these responsibilities?

Some 'of the comments from HR were as follows:

“Some of them are open to getting more involved and some of them are definitely not!

There’s varying degrees of this within the IBD.” (r1,01,P4,Ls:162-168)

“Some are and some aren’t. I think it will evolve over time because it’s relatively new for

them. While they would have been involved in some HR activities before and they are
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getting more involved, it does vary from area to area. It is still somewhat of a re-education
process and you still have to hand hold them a little bit as well, but I do feel they are more

open to taking on that additional responsibility now.” (01,T1,P4,Ls:162-169)

“In my particular IBD, I would have said, that because of the open door policy that Senior, .

Managers had, and continue to-have, they have always carried.out a HR function in terms:
. of meeting staff with any:issues that the individual has, or even groups -may have; without

. them say, turning into formal'IR issues. So they have.always worn the HR:hat. Also as

part of Senior Manager objectives the HR role has become more obvious in-that.it is now - . .

specifically written down but I think that in this particular area it was always a function that .-

.- they carried out-anyway.” (T2,02,P12,Ls:557-569) - - C S

“I.don’t know if the word would be happy;‘IftI‘link the word would be that they always

would have seen it as part and: parcel of what’they do as a line manager.” (T2eD2,P12,Lvs:577'-580)

HR also noted that senior managers fully supported the hne in'the take up of their’ HR«, -

responsibilities. R -

“I thmk some of the hne ‘managers do fee] yes itisa HR _]Ob to be done by HR but I thmk
_ the senior managers belleve it is line management s resp0n51b111ty 0, semor managers now
have a job to convince: the;r line managers to take on this role. We are domg ok but it is

taking time.” (13,D3,P17,Ls:814-820)
« Encouraging line ﬁidnag’ers'to take up responsibility .
Some HR staff spoke of the difficultyin trying to make line managers aware of the

1mportance of taking up the HR aspects of the1r role. Some managers seemed to.accept this

more readily than others: *

“At local level there is an ongoing process to make managers aware that they have to take
more responsibility. That is time consuming, it is a lengthy process and it is a culture

change issue as well. It is very hard to convince editorial managers that they have to take
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up more of the responsibilities in dealing with their staff because at the end of the day they

see themselves as having an editorial, not a people management role.” (13,03,P17,L5:799-807)

“I think they always would have seen it as part and parcel of what they do because of the
“nature of broadcasting, maybe news.in particular. The Journalist is almost, if not quite, the-
end product but they are synonymous with.the package that they are doing. Therefore, if the
- . Journalist isn’t getting it right, the newsroom isn’t getting.it right and on that basis the

senior and line managers see, that as part and parcel of getting that package on air, they -

. :mustdeal with any HR issues.” (12,02,P12,Ls:578-592y © . * . - G e

N

= HR as a joint function

.‘Many of the interviewees-viewed HR ‘as more of a joint function between themselves and
line managers. S
“They do so much and'then we advise them — it’s-a big learning curve for them because ..

they haven’t been as involved in HR: before. (T1,D1,P3,Ls:122-126) : SR

. “It is-about working in tandem with them, not in opposition, that is the crucial thing — it is
.- .zabout building up relationships and working side by side.” (13,03,p18,Ls:850-856)

N

* Have line managers received sufficient training and support?

Most interviewees felt sufficient training had been made available to managers. Many

made reference to the recent Management Development training programme that took place .

this year. (T1,D1,P4,Ls:180-186)

It was felt this course was particularly beneficial to managers as it touched on the areas of

employment legislation, performance management, discipline and grievance procedures.
(T1,D1,P4,Ls:180-186)
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In addition, courses on recruitment and employee relations had been organised by HR in an

effort to facilitate line managers in their role. (r1,01,P4,Ls:172-179)

. ‘However, one HR practitioner acknowledged the almost impossibility of training managers-

- +for every eventuality and pointed outithe lack .of specialist support-available to managers:- .: -

" .since the decentralisation of HR:

-“I suspect that, like anyone dealing with HR, when a particular issue:crops up that you :,
haven’t received training on,-you are always going to feel a wee bit at a loss and especially
now because ;théré is-no expert-on that area. The loss would feel somewhat greater because

even if they go to the HR person in theirIBD that person might not be an-expert either.”.

(T2,D2,P13,Ls:604-610)

v o ' i - . LT

One manager felt the only waj{ to gain the relevant skills and knowledge for the job was

‘through experience.. o L. , | S ‘ VL
. : -t ’ . .

: 1,
e 53

“In‘terms of the HR.issucs I thlnk part of it is the experience of being in the job a long time,, &4

_and dealing with difficult issues and getting them right and sometimes getting them wrong
.and learning frbm the ones where you make the mistakes and moving on.” (T6.L3,P44 Ls2118- -
.élzé) ) ' i ‘
Another manager acknowledged the level of availability of training'iﬁ RTE but felt there

were time pressures on managers and this impacted on their ability to put any learning into

action.

"L actually think they have (recéived Sufficient training), but you know you come back and
in the busy work environment the way everything goes, you have to find the time to do it

and then if you don’t it becomes a mountain to climb and you never get around to it.”

(T4,L1,P32,Ls: 1531-1539)

One interviewee made the point that although sufficient training was made available to line

managers there was “nowhere for them to go as a resource to get stuff, there’s nothing for
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them. Ok they can make a phonecall but they should be able to get onto an intranet site —
there should be a Management Information System there that outlines the procedures for
hiring staff, granting pay increases, renewing contracts and so on, particularly for new
qmanagers coming in as there is no induction training. course. [ know the decentralised IBD

- igives-them a run down of their staff but it is very limited. ' T v

I think managers would feel more-comfortable if they had more information there — even
- textbook stuff on how to do a review:. People:may come in from the private sector where
- pay reviews happen just once a-year so it may be a very-different experience coming in here

-and getting'used to the practices.” (18,C2,P56,Ls:2679-2689)
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Findings
The main themes that emerged from this analysis were:
®* Mixed response from managers in relation to devolution

The extent to which HR activities have been successfully devolved to line-managers is not

consistent écroSs the organisation. " - '

The matter of trying to get line managers to take ownership of the issues is.very much
~dependant on the individual manager and on whether or not, he or she valued the people

management aspect of his/her role. News IBD, for example, was highlighted as an area that

realised ihe importance of a' good approach to people management and as a result line

-~

management seeméd: happier to take on the people management aspects of their rolé. - ¢,

The‘ré:'"’was some difficulty it seemed, in getting staff, whose background was more of a # :iji s~

technical rather than managerial nature, to accept the people management resporisibilities of %
their role. This was attributed to the fact that they were hired for their technical or N

operational expertise, as opposed to managerial experience.

Guest, as cited in Tornngton and Hall (1998;65)»highlights~how important it is for line
managers to “recognise the importance of the h_umah resource and the need for them to

engage in practices, which reflect this understanding.”

* Feeling of being over-worked rather than feeling of empowerment

None of the managers I spoke to felt particularly liberated by having an increased
responsibility for HR activities. Therefore, it wasn’t necessarily a case of managers feeling

more empowered by taking on extra HR responsibilities but more of an acknowledgement

by them that it was part and parcel of the role of being a manager.
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Many had difficulty dividing their time between their responsibilities. Some managers felt
there was conflict between them getting the ‘day job’ done and also finding the time to take

on their additional roles. (See T4,L1,P31,Ls:1493-1498; T6,1.3,P42,L5:2028-2050)
Holden and Roberts, as cited in Torrington and Hall (199s:65) warned, “when the pressure is

on (managers) ‘luxuries’ like HRM are the things that get lost.”

Ie
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Decentralised HR Teams

» The Advantages

* When asked to-outline how they felt about working in a decentralised HR team some of

the advantages identified were:

“You certainly get a better sense of what’s going on in the business unit now that you are -

working in. I think it makes sense to repoft in to the Managing Director of that area and 1 .-

mean they have a respect for what HR do as well and I have discovered that! Before I
wasn’t too sure but they do have. They do look to HR for advice and everything else.
Sometimes they take it and sometimes they don’t. But I think there is a healthier -
relationship there now and I think it is good to-actually report to the MD of the area: I-
certainly have a greater sense of what I'm doing myself by having that reporting hne’l» :
(T1.D1,P2,L5:84-91)

“1 suppbée y'ou get a fuller picture in terms of the HR fuﬁction itself. -Now you aré deéling
with everything essentially from beginning to end; those issues where you would have - :

previously had experts so in that sense | suppose it.is a more rounded function.”

(T2,D2,P9,Ls:406-413)

“I think it is great to be on the ground, it gives you a great sense of the business. You meet
people and you are interacting in a different way, you’re not just caught up in this one little
group in the centre that is cocooned from everyone else in the business. You get an
understanding of the issues, which means that if you do have to go to Corporate HR and -
argue the issue from the business end of it yo'u have a better understanding of it and really’
that is what it is all about. It is about understanding what the product and the business is, -
knowing the people who are the decision makers and influencing their decisions as best you
can and being able to talk their talk which we were never able to do in the past. So that is a

very good benefit.” (T3,3, P20,15:941-950)
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“The advantages of decentralising the function have probably been that they have helped.
focus the IBD and focus HR on the business of the IBD. It has allowed for HR to be nearer
to the people, perhaps more accessible to the people, because they are located in the area
and people can go to them and people can deal with them and people can get to know them

better and from that point of view it is very good.” (19,C3,P64,Ls:3053-3063) - e AT o iy

When asked what the particular benefits of having a decentralised HR team were for

them, managers had the following to say: . S , : . .

t

. “I'suppose at the beginning I was kind of ‘wait and see’. But absolutely I think it works , -

. ... much better. I don’t know whether it saves the organisation.any money but I.think:it-has

. made for a much more efficient way of doing the business. _

. U s, the point of contact, but it is also the level of expertise, that 1s bullt up in that you have T

somebody who is dealing on a regular basis with the issues that are common |o the News i
Division so therefore they have a greater understandmg. . . R B RN

You didn’t have the follow through that you do now, you didn’t have'the ‘people who fully -
understood exactly why we do things the way we do.'Itfs~much*better now when y’ou’kno‘w e
who the person is and when the person is part of your division and who takes respensibili'ty, |

} for thlngs that i in the past were probably shared between two or three dlfferent people rather

than havmg one person focussed on them T6.L3, P41 Ls 1980-1995)

“I thlnk we all have to leam about what HR can do for us. I th1nk HR is key and I thmk it . )
should be V1S1ble And I th1nk it 1s a very good idea hav1ng it here and I thmk that is
1mportant ‘but T think it can work better But there has been alot gomg on in TV s0 I

suppose you have to glve it tlme as well (Ta) L1,P33, Ls: 1585- 1596)
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®* The Disadvantages
A number of disadvantages were highlighted also.

“The downside is twofold: You don’t have access to the same level of expertise so you.are
going out, and to a greater or lesser extent and having to re-invent the wheet when ...

previously there would have been someone who would have had ready-made.wheels! . | -

And equally you are never going to become an expert on a particular topic because

.one, you just:don’t-have the resources and two, you just aren’t doing it with the same level

. of frequency. So even though you.now have re-invented the -wheel for a particularlitem,:you
" may not do that item.again for another twelve to eighteen‘r‘nonths and while you are not.
quite b'aék to 'square one you are deﬁnitely only on square three dr four so I suppose those
are the'fmai_n disadvantages. (T2,D2,P9,Ls:413-421397-487) S T T D '
“Itis _'ve'fy-gdifﬁéult to work in the line because you have to have that total overall generélist - .. - b

approach but you don’t have-time to get it.” (13,03,p20,L5:934-937) ' ‘ e T

““One of the disadvantages for the organisation would definitely have to be the loss of
expertise — now that is.for a couple of reasc_ins, not only was there decentralisatic_)n there

was also a downsizing factor.

Duplication, almost inévitable in that there is a high end administrative function in all of
the IBD’s. If you added up all those decentralised staff numbers:would they be greater-than -
the previously centralised HR function? I feel, though that decentralisation as a whole,:the.

benefits outweigh the negatives.” (T2,02,P16,Ls:751-773)
“Now the disadvantages probably have to do with the fact that a group of people working

together on the same thing can hold a collection of experience, knowledge and information

and they can bounce off each other and this can permeate throughout rather than having to
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ring around for the answers — I think you'lose that sense of specialism and teamwork.”
(T9,C3,P64,Ls:3065-3071)

" Direct reporting relationship to the IBD

| Decentrahsed staff were asked to descrlbe what the dlfference ‘was in reportmg into thelr
IBD as opposed to repomng to the Dlrector of Human Resources Many were happy to
report directly to the IBD as they felt they were all working towards a common goal.

A“The dlfference in reportmg 1nt0 Radlo as opposed to reportlng into HR is that you are: part
of the busmess in radlo youare regarded as the key person deahng w1th HR issues in radlo

'.I th1nk 1t 1s good in the sense that you have more autonomy to be able to push thmgs in the
‘way that you would like to see them bemg pushed Ultimately if I am gomg to be

,respon51ble for HR in this area then 1 feel I shouId have a say in. how it’s gomg to be rin”’

(Tj D3 P21 Ls:998- 1003)

“With Managing Director of News you are speaking much more of a cominon languagé.‘f s

With central HR it is much more of a persuasion, €ven on just practicalities. You always . -

had to have this big conversation.” (12,02 p15,Ls:708-730)

e Trammg for the Dece‘_ntralisedf Teams

HR were also asked if'they felt they had been glven sufﬁcrent tralmng and time to- get up to.-

‘speed for this new role.

“Well I 'came from a specialised area inAEmplc')ye'e Relations where I knew very little about -

anything else. So when I came over there was a very steep learning curve. When I took on
‘the decentralised HR role it brought with it a completely different role with a completely"
different focus but it was also implemented at the same time as downsizing, the
implementation of PeopleSoft, negotiation of the organisational transfomration agreement

so there was a lot of activity at that one particular time. This made it quite difficult and it
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didn’t give the teams an awful lot of time to bed in. It was more about keeping your head -

above water at the time rather than developing the skills of the team. (13,03,p24,Ls:1136-1147)

“It was just learn it as you go along - you had three courses to pick from and that was it.. .
With us in TV, everything was new and you were in the lin¢ at that stage and people were

' busier and there was a lot more 'pressureand you were basically trylng to learn ydﬁr role .

' “from sératch and then there was no time to do training courses. You were just told you: -
Wé're'n‘ibving and yoﬁ were moving and you were to de everything and 'that't&as-it For .-
people who worked in one- partlcular area only that wasa huge learmng curve.’

| (T8,C2,P57Ls:2715-2730) S o

' Findings

* 'Pros vs. Cons

L]
i

_Itis difficult to come to any firm conclusion on whether or not this has been a more- ¥ -

¥
%o
¥

hai?

succeséful move for the decentralised HR practitioner. o L B . i

Certainly management and HR are in agreement that the rhove has been of benefit to the . L
IBD in which the teams are now located, but how has this move- 1mpacted on the HR C e

professmnal‘?

.' Many eipressetl, con'cemv 'overv tﬁe lack of reievantsk‘i‘lls’ they now had gi‘ve‘.n theif mo-veir‘lto
, a more consulteitive role. |

o . e : T
Others mentioned the loss of expertise in speciﬁc areas of HR (e.g. welfare, employee
‘relatlons) Some of the reasons for thlS loss of expemse was attrlbuted to: the large scale
downs1zmg that took place in RTE over the past number of years but others also attributed
it to the fact that because ‘like mlnded professmnals were no longer located together, they

had lost the level of specialism once held within a centralised function.
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The Role of Corporate HR

When asked what their understanding of the Role of Corporate HR was line managers

‘gave a number of similar responses and described it as being a

“guidance role to the other Divisions.” (rs,L2;P35.Ls:1694)

IR

“‘emanating from "Corpor‘y_atefHRl‘are the policies and future HR-policies:” (L1;14p32,L5:1443-1444) 0~~~

" One manager admrtted that she did not “know much about what Corporate HR do.”

(T4 L1,P30,L5:1428) while another stated;

“Frankly I am a little mystified — I know very little! .1 suppose that is one of the effects:of
having a HR presence in the Division. That’s the*person (deceiltrallsed HR) 'who I‘wou_ld

have all my dealings with.” (T6.L3 P42,Ls:2001-2010)
1 $ 4 : v

Farrell’s research, as cited in Torrington and Hall (1998:85), makes reference to this and he -
found “line managers were much clearer about what to expect from the departmental unit:
"than from ‘the central unit,” and as a result, “it was the local HR officers who were seen to

v 9

add value while the central unit appeared to be'in ‘no man’s lan

_Decentralrsed HR sounded alittle clearer with one decentralised HR member describing .

i

“l suppose it is all the things that-you would sort of expect. It is to devise overall strategy
- and then develop overall pollcy to ensure cons1stency of practrces and local polrc1es

throughout the orgamsatlon (T2,D2, Pl4Ls: 639-642)

Corporate HR had.very differing opinions and not everyone was clear on what Corporate
HR’s role is. Most, it seemed, were aware of what it should be doing but weren’t as sure

about what it was doing at present.
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““... to drive policy, to ensure that there is consistency in HR, throughout the IBD’s and in
Corporate HR, to keep abreast of legislation, to manage the PeopleSoft system, to deal
with performance review in relation to managers, to provide coaching and advice, to

ensure the policy and procedures manual is updated and that people are aware of'it.”
(T9,C3,P59,L5:2809-2820)

“I think it’s unclle'ar. I think the centre ha§ been déwngraded and I think its role is unclear .-
and I think this needs to bg work,ed“oﬁt. For the:moment what it’s doing is the regulafory
stuff' such as,Hea{lth émd SafetAy.aﬁd Pénsior;;s,, sdme Industriél Relatioﬁs, s_ome:Traiﬁing aﬁd “
:Developmentvt.hat'cén best be done from the "Céntre such as Management Develépment_. b

But I think the Jury is out on that; the role seems to be'unc'lear. (T7,'C1,P47,Ls:2_255-2'264)

“Well that is a very good question! (laughs) I suppose it is to maintain standérds and
consistencies across the"fIBD’s. Well that is tbé éi'm - or-whéar_e‘-'_the ‘focus should be.”.

(T8,C2,P53,Ls:2512-2513) : S ‘ S

P
¢

Staff weré also asked if théy,felt there was a_ﬁé'edfor a central HR Function. - Y i

Decentralised HR felt a Corporate HR presence was essential so that RTE would retain’” . .

“a corporate focus that can ensure consistency in the policies and make sure that we are all

doing the same things.” (11,b1,p5 Ls:236-237)

“f you have pedpie going off on solo runs sometimes they can have an impact elsewhere. -
Corporate HR really needs to keep an eye on what the decentralised teams are doing to
“make sure that if we do something over here it is not going to have an adverse effect
anywhere else in the organisation. That is one of the key roles of Corporate HR —

Corporate Guidance, Corporate Governance and all of that and it is an important part.”
(T3,D3;P21-22,L5:1023-1034) ’

However while acknowledging a need for Corporate HR the same Decentralised HR staff

member also stated;
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“There are restrictions and constraints on policies and I acknowledge that, but essentially I

have very little need for Corporate HR when you think about it. We have our manuals and
guidelines and once we work within those I think it is fine. I think the way the Corporate : .
" Centre is at the moment I think it imposes restrictions on me that [ sometimes don’t want to

have.” (13.D3,P21,1s:1004-1009)

" Line Management also ackriowledged the need for 4 central HR presence. L s
«'..'there has to be some kind of 2 machine to make sure that everything is consistent
throughout the organisation — how it works I don’t know but yes I can see the need for.it.”.

" (T6,L3,P42,Ls:2020-2022)

“What would happen without it is that we’d.all go off in various different directions and.

TR
g

that would actually lead to trouble further-.down the'}j.jne ;.at.somezpoint.” (TS,L-2,P36,LS:\.~7:I‘S-’17,16A) s ks
“I think it is such a key area (HR) for .any company and I think the Managmg Dlrectors of . ‘»~{'f‘- '
the various IBD’s of this world are dealmg with their own areas ina SpeClﬁC way and they :‘;;{.
need HR in that particular way and whlle 1 think HR can operate within each division and”

de'al'with the issues, I think HR is a very specific area in its own right so I do t‘hinkAit is . A L

very 1mportant for them to have that 1nteract10n with Corporate HR.” (T4 L1,P30,Ls:1447- 1460)

Central HR made reference to the need for a co-ordmatlng role”, for the simple fact that -
issues like Industrial Relatlons need to be dealt with from an organisation wide perspective .
~ as'well as locally bécause-“the Unions are organisation wide, they don’t Just live within -

" IBD'S.” (17,C1,p48,L5:2279-2283)
This manager also felt it was important that Corporate HR provided a monitoring type role:
“It’s as if the organisation doesn’t trust, if I can use that term, doesn’t trust the individual

IBD’s totally to go their own way and so they still need a restraining hand on them now and

again and I would imagine that’s fairly common out there.” (17,C1,p48,L5:2289-2293)
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Findings

- Although there was some confusion over what Corporate HR actually does, there was

general conserisus on what people felt Corporate HR should be involved 1n with eveéryone

acknowledging a continuing need for the presence of a central HR function into the future. .

(see T3,D3, P42,1.5:1014-1030)

I wish to review my findings by referring to the various themes that emerged during the

. course of my analysis of the interview data. . -

= Clarity -

" Most interviewees felt there was.a certainla(;k of clarity sufroi‘mding the role of Corporate

" HR and 45 one Corporate-HR staff member ptfi:ii’te*(i'out the goalposts for this function

seemed to keep shifting. . - S T

o ! LA
6_\ .

- “The role was never defined: -At‘orzlé‘stage it was felt that Corporate HR was éventually* **

going to disappear and then it kind of swung back that Corporate HR should have some

level of control over the teams but there is nothing in place to say what (Corporate) HR is

about.” (78,C2,P55,15:2639-2643)

" Varying‘opinion also-exists on what the role of Corporate HR should be and-the optimum

 levél of involvemént required between Corporate and Decentralised HR. Decentralised HR- -

: str‘éés'ed'the need for autbnémy'when dealing with.local issues, -

“There are elements of support which is excellent, which you’ll never regret having but
* again thére are also restrictive controls there which' can really annoy you when you'are in

-the line because again you have that understanding of the business that they don’t.” (13,03,

P25,Ls:1188-1.196) .

while Corporate HR felt they needed a greater level of influence over the decentralised HR

teams to ensure consistency of approach throughout RTE.
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- being ‘auditors’ and ‘monitors’ of practices in the line.”

However, given the direct reporting relationship decentralised HR have with the Managing
Director of their IBD and only the existence of a dotted line reporting relationship back to

Corporate HR, Corporate HR felt very limited in the extent to which they could exercise

. any-authority over the decentralised HR teams. (T8,C2, P55,Ls:2615-2650)

This concurs-with evidence from the literature review in which Farrell’s research (as cited.in

Torrington and Hall 1998:86) found: “In'many cases the:professionals in central HR are reduced to

“Central HR ‘is isolated and marginalised to such an extent that the departmeital agenda .

prevails and Central HR is unable to have any impact on the establishment”. (Torrington and Hall,

1998:87)

» .. Consistency of appro;ichfacross t!geLOfgﬁniSation

The need to ensure- con51stency in our approach to the various HR processes, policies: and

- procedures within RTE was one of the. most common themes that emerged when dlscussmg

. the role of Corporate HR. (5,12,25,L5:1704-1706)

Corporate HR Professionals felt there was eause-for concern mainly in the areas of

performance management and reward systemé'»and in felation to the recording of dataon -

‘PeopleSoft. (see 18 C2.P55.15:2624-2634;.17,C1,P48.15:2299-22308; T9,C3,P60,L5:2883-2900) - -

Many also argued in favour of a central retention of a number of processes including

Management Development. - _ -

“Take the recent management training programme, I think that is-good that it is done by-
Corporate HR — It is good to have training that is consistent across the board instead of
everyone going off and doing their own especially because managers can move from area

to area within the organisation.” (T3,D3,P22,Ls:1032-1034)
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» Effectiveness of Communication between Corporate and Decentralised HR.

- . Interviewees, for the most part felt there was a lack of formality in relation to

communication and information sharing.between HR, which agdin led to inconsistencies:

being allowed to permeate throughout the organisation.

~+ Although'there were weekly ‘Heads of HR’ meetings there was little perceived value to be -

gained from attending these-meetings with the:belief by some that there was-noreal: - = ... .-
“sharing’-of information taking place. : : - L

~Currently there is no formal mechanism to enable the feeding.down of informatidmfrom the

Heads of HR to the rest of the members in the HR team. (19,c3, P61,L5:2925-2940)

As mentioned in thg;lifératmereifﬁié{v'Ehhpter‘TofringtOn' and Hall (1998:86-87) found gﬁére isa -
recognised need for a two way flow of information and that “if personriel specialistsarenot . U
willing t6 share information the oﬁr:éanivsat'ion will miss out in the long term.” B ’1 SRl Ty

vy
T
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Conclusions

Although a lot of ground was covered in the research it was not within the scope of this
project to cover all the areas discussed. I would like to touch on just a few points in this -

chapter.

- Dévolution of HR responsibilitiés to line managers

R s - ' e e

Manage'rs for the most part: Have accepted the need for them to take on more of the
respon51b111ty for HR in their area. It is such an 1mportant area that it cannot be left solely

“"15 the HR practltloners in the organlsatlon

)
Z

There 1s not necessanly a feelmg of empowerment amongst line managers in'RTE but there
1s a general acceptance of the need to 1ncorporate human resource respon51b1ht1es into thelr

,A)’

role

HR, for their part, seem happy to give additional responsibility to line managers butboth
parties acknowledge it is very much a joint effort between them and HR; that it is now a
shared responsibility between HR and line managers. Senior management within the ™

organisation support this view.

Itis impcrtant to point out that take up of HR responsibilities by line management is very
much dependant on the individual manager but the culture of the area within which the.

manager operates 'does seem to influence this. It would seem that managers in areas witha . .
previously strong focus on people management are most likely to take on additional HR

responsibilities.
Managers-do feel overworked at present and there seer_ng to be a strong case for reviewing

this and the possible overlap in responsibilities between line management and Human

Resources. It is important that this issue be addressed because if it is allowed to continue it
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may result in HR issues being pushed to the bottom of the pile, or being forgotten about by

managers, which would be detrimental for the organisation.
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Decentralised HR Teams

When analysing the data in relation to this area two key questions emerged.
* - Do people view decentralised HR as a miore successful structure?

HR felt they were now more_fully integrated into the business as a direct result of
decentralisation. It has helped them tailor local HR strategies to meet specific business
needs. The teams felt they had a greater appreciation of the business itself and .appreciated
the fact that they were now able to speak a ‘common language’ with otherfcblleagues in the - .

IBD.

Managers admitted they were a little apprehensive of the move at first, but'most feel it is
very FB‘eneﬁcial to.have a dedicated HR team physically present in their IBD. They. now'see .

the advémtages of having one point of contact and feel a greater body of ‘local business’-.. _ -

knowledge is being built up by the decentralised HR teams. > SRR RS

/2

All in all it appears to be generally accepted by most that this is a more successful structure

for HR.

» Are HR prepared for the new role they have to play?

Most HR professionals agree that very little thought was put into the placement of the
-various HR practitioners in-the line. This was due to a number of reasons (e.g. downsizing) -

and as a result there is a skills gap within some of the IBD’s.

In addition, HR are being expected to take on a more advisory and consultative role within
the IBD’s and many feel they have not had the time to acquire these new skills. Torrington
and Hall, a998:71) rightly point out “consultancy and facilitation skills are a distinct set of

complex skills which can not be “picked up as you go’.”
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There has been a strong emphasis on management development training over the past
number of months. I would now strongly recommend that HR conduct a skills audit of HR
staff to identify the particular skills gaps that have been mentioned in the interview
transcripts. A training plan should then be outlined for each member as part of his or her.

objectives for the next twelve months.
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Corporate HR

The debate on the need to retain a central HR function when a decentralised HR function
also exists is ambiguous. There are very good arguments in favour of, but also against the

need to retain a central function.

Of course the benefits are that a level of consistency is retained throughout the
organisation, and that certain standards exist, for example, which "ever’yone throughout the

organisation is measured against.
In spite of these benefits there are some downsides;

» Howiis jt possible to have a truly decentralised HR function if the HR teams afe

-

required to refer back to-Corporate HR? T

. “ 1
% « [ it

» How do:fvyou have corporate wide policies, practices and,training yet at the sam'efti;me '

have a system in place which promotes the “tailoring’ of practices to meet local needs? -

= s this not in some way diniinishing the benefits of having a decentralised HR presence? -

As some of the interviewees very aptly state:

“On the one hand there’s ho point in having decentralisation and all the costs'involvedin %
that if you always retain a heavy central core. On the other hand there’s no point in having
decentralisation if you lose the benefits of having a co-ordinating role for the centre so I

think it’s a question of trade offs.” (r7,c1,p54715:2271-2293) °

For the moment at least, however, it seems the benefits of retaining a Corporaté HR

function outweigh the disadvantages, from RTE’s point.of view.
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“ It would be different if you were definitely a completely separate company but when you

have other sections within one company I think we do need that link back.” (r4,L1,p30,Ls:1466-
1470)

“.. still the centre hasn’t died and looks like it won’t fade away and as faras [ cantell I .
think that is the feeling of the Director General as well. He sees a role for the centre. It’'san.

interesting point.” (T7,L1,P48,15:2289-2290)

However',' to make the role more effective there is deﬁnitely' a case for a clearer definition T

of the role; sfrong leadershjp from the new Director of Human Resources to" help raise the
profile of the centre and to give it status‘wit'hin the organisation, (one of the setbacks for
Corporate.HR may bé that they have not had a Director of Human Resources for some -
time) and a more formalised and effectlve approach to commumcatlon and information

4T .

sharmg throughout HR. “ O

Ir- addltlon ‘Corporate HR need to adopt a more strateglc approach to Human Resources SO
' 'that they can be seen to add value to RTE. THe literature makes reference: to the fact that
,decentrahsa’uon and devolutlon help HR move from an operational to a more strateglc role.
This has not happened for HR in RTE yet. They are still very much involved at the |
operational level with many fefelirl'g so bogged down in this work they can’t get to the more - *

high level aspects of their job.

In conclusron RTE has witnessed a lot of change over the past number of years. There are '
advantages and d1sadvantages to the approach they have adopted in relation.to the: Human
Resources Fuhction. Admittedly, it may not be the most cost effective approach but most
are of the opinion that the benefits outweigh the negativities, and that overall it is a more

efficient approach to Human Resources.
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T1
Transcript of interview with D1

T: To what extent do you feel there has been a deliberate policy to decentralise
HR to the line?

D1:  Well I feel it was very much driven from Corporate HR initially and it happened
very quickly but there definitely was a policy there to decentralise to the different
IBD’s.

T: Who do you think was the main driving force behind this restructuring?

D1:  Ithink it was top managenie’nt here and a lot of it was to do with headcount at
the time and just devolving the service into the IBD’s.

T: And how would you describe the structure that is place now? -

DI: . There are very distinctive IBD’s in'placo now and within those they have their

~dedicated HR teams (just looking at this-from HR’s point of view) so the roles are more
‘deﬁned I:think and HRis providing a.more complete service in the teams to-the IBD..

T: From a personal pomt of view what is. your reaction to workmg in the line
and opposed to workmg in-a centralized HR structure"

Di:- O_k'.from my own point of ~V1ewl ve been -workmg in the:IBD for just the pzist SiX
‘months and . prior to that I was in-corporate —my role has changed ¢ompletely in those

few months — I am much more involved in the whole HR function as opposed to being
involved in PeopleSoft and the processes side of things before that so definitely dealing
with line managers, providing the whole HR service really to line managers and staff - .
within the IBD so it has changed a completely.

T: ‘What do you see as your priority-now that you have decentralized?
(support org, ibd or corporate hr goals) -

Dl:  For me the focusis on providirig a HR sérvice to senior and line managers and
the staff within the IBD’s. Now obviously that’s driven from Corporate HR aswell and
there’s a link-in there but'it’s very much to do with providing a HR service to staff and

‘management within the IBD.

T: Which of these activities,Would you spend most of your time on?
T: HR Administration

D1l:  YesIdo—probably not as much now because there’s more of us involved in the
function but I do certainly do.an amount of administration.
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T: Updating your own HR knowledge?

D1: Not as much as I’d like to
T: Providing support for line managers?

D1:  Yeaa good part of my time — I would say 60 — 70% of my time would involve
that. L

T:  Providing specialist HR input to wider business issues?
D1: A verysmall percentage.. with Corporate HR I would be involved in discussing:
issues like fte’s'in headcounts or some of the changes like that .. issues in relation to

contracts. .. smaller i issues

T: Developing HR strategy and pollcles

. DL It s corporate rea]ly but I have been looking, with my own manager at plans for :
the future in relation to recruitment and our whole way, we :issue.contracts and

everything else and movmg that forward —1. don t know if that s what you mean. .

T: Do you feel this is how your tlme is best spent or lelded up? - .

Anythmg you’d like to change about how you divide your time. | . BRI 2 2
DI: 1 think I would like to get a little bit more proactive and I'm hoping to get to that - .4

stage as the year goes on! Because it’s quite a new structure within the TV IBD with -
regards to staffing.and everything else and the division of responsibilities and I certamly ,'

‘would like to get'a bit more _proactive — have a more forward looking approach rather

than just dealing with retrospective stuff so that’s what I would like to do. .But in
saying that some of the other elements have to be carried out as well but it would be just
a matter of reducing the focus on them slightly.

T: What has begn the difference-for you between réporting to-Head of TV IBD
as opposed-to reporting directly to Director of Human Resources? Pull — harder to
keep emphasis on HR in the line.

DI:  WellI think the devolvement of HR for me anyway you certainly get a better
sense of what’s going on.in the business unit now that you are working in and I think it
makes sense to report in to the Managing Director of that area and I mean they have a

respect for what HR do as'well and [ have discovered that! Before I wasn’t too sure but

they do have and they do look to HR for advice and everything else .. sometimes they
take it and sometimes they don’t. But I think there is a healthier relationship there now
and I think it is good to actually report to the MD of the area. I certainly have a greater
sense of what I’m doing myself by having that reporting line. _

T: Do you feel you have a greater sense of the busmess needs since you
decentrallzed" '

D1:  Absolutely. Yea.
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T: What effect has this move had on your role? Some people say they are more
empowered because as you say they feel more part of the business since
decentralisation while others may feel they have lost a certain amount of control.

D1:  Well I think because in our area and it is the biggest IBD as well- we have seven
people in the HR team now and it has just been restructured as well so it’s taking shape

but I think we have a greater sense of what we are about and for myself as well I have a
greater sense of what HR and the role that we play within the IBD and that is definitely

a good thing.

T: What are your thoughts on moving from a specialist to a more generalist
role. Do you feel like more or less of a professional in your field — in other words
negative impact on your role?

D1: Idon’t think it’s a negative thing at all —especially for myself because the
background was very much peoplesoft orientated for the past two years and now I have
a better sense of my role, what I am doing and what I should be doing now and it’s
within the wider HR function and because you can get drawn into so many different
issues and so many different debates that go on-within the HR function and with line
managers and just have a better idea‘of what its'all'about and therefore working as a
generalist, for me, has definitely:been a better move. -

Y. -

T: To what extent have HR activities been devolved to the line? A

*

D1:  Well I think the most.obvious ones are the annual leave and sick leave reporting

and peoplesoft has driven that. I think for me I’ve certainly built up better relationships ‘" -

with line managers here and it’s more of a joint function between us. They do so much
and then we advise them — it’s a big learning curve for them because they haven’t been
as involved in HR before and certainly some of them are open to getting more involved
and some of them are definitely not! There’s varying degrees of this within the IBD.

T: Any other areas.

D1:  Yea - the managers; people manager’s especially are involved in any of the
recruitment issues, drafting up ads and whatever else, they’re involved in those, they sit
on the interview boards, IR issues — IR 'specialist in TV would liaise with managers in
relation to this — even looking at the issue of renewing contracts etc. they would be
involved in all that. '

T: What effect has the decentralization of HR had on line managers in your
IBD do you think?

D1: Ithink they realize more what HR does and doesn’t do and because you have a
closer relationship with them because before we would have been more removed — we
were in a different building — we were up in the admin block and we had different
people looking after different areas and very often you didn’t even get to meet managers
or get involved with them and there’s a greater appreciation from their point
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of view and from ours of what goes on and they see where we’re coming from now,
well some do and some don’t but generally there is a better understanding there.

T: And do you think they appreciate having one person there as a point of
contact that follows through on all the issues in their area?

D1:  Because we’ve restructured recently I got in touch with all the senior managers
and managers at all levels to let them know who their contact person was in the team
and you know we got very good response from that and we’ve started to meet with the
managers as well just to go through and see where they have problems and what they
want done and what’s not been done or whatever and we got great response from that as
they are happy to have that initial contact person there for them.

T: Are managers haﬁpy to accept responsibility for HR activities?

D1: . Some are and some aren’t and I think it will evolve over time as well because
it’s relatively new for them I think — while they would have been involved in some HR
activities before and they are getting more involved but it does vary from area to area
and-it is still somewhat of a re-education process and you still have to hand hold them a
little bit as well while you are going - through a transitional period but I do feel they are

-more open to taking on that additional. respon51b1hty now. - Cin
T: And do you feel they have recelved appropriate / sufficient training andg~ RS 3
support" R N T

DI1: = Well I think for example 1f we' take interviews as an example, certamly

‘beforehand there would have been managers who sat on boards and they really wouldn’t
have been familiar with the guidelines and freedom of information or the questions they
should or shouldn’t ask but it’s something we are addressing now through the:training o

‘manager. If a manager is due to sit on an interview board now and hasn’t done so

before we do give them a familiarization course — a few hours with an external expert in:
the area which is good and it’s great even for HR to do it just as a refresher. That’s just
one part of it.

A management training course has been run by Corporate HR as well wh1ch covers
issues on managing staff — I think they have been of great use as it touched on
legislation, touched on performance management, they’ve covered discipline and
grievance and all that and the response from that seems to be quite positive, it probably
just needs to be rolled out a bit more so that more managers can do it. And there’s also
been negotiating skills courses which some managers, especially in the operations side
have gone on so I think it’s improving.

T: Do you feel they are rewarded in any way for takmg on the HR aspects of
the job?

D1:  Not that I'm aware of in monetary value but it puts them in a better position just
from their own development and performance management because they are now more
capable of dealing with issues directly so but not monetary value.
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T: What do you think line managers view as your role within the IBD?

D1:  Expectations?

I think they see they see the role as very much an advisory and facilitatory role and
providing information even on the minor issues to legislation etc. They certainly look
for reports on their staff. I mean some of them would definitely like to see us looking
after the annual leave and sick leave but that’s just a transition period but more than less
managers are happy to engage in that.

T: . How do you ensure there is a continued focus on HR issues in your IBD?
(part of business plan)

D1:  Well we don’t have an overall strategy for the IBD so that makes it a bit
difficult. Well I think there should be on overall plan which cascades down and
everything is feeding into that as well but I think within the management performance
development system that’s kind of assumed that role in a certain way; that managers
goals and objectives are set out and a lot of those relate to HR issues so that in a way
helps tie HR issues a little bit back to the overall business plan.

T: What effect do you thmk your presence has had on employees in the line?

L ot

D1: Because there s seven of us people don t feel limited in who they can go to as’
much as say some’of the IBD’s-who.have only two HR staff. For us we certainly have a
lot of people call into us and phonecalls with people looking for advice on a.range of

issues so I think it’s good for them to know that we’re there but I haven’t got any kind - & _

of feedback from them that there’s any difficulty as such. : ‘

T: . And do you think that employees in your IBD are aware that you are thelr
dedicated HR team? ,

D1: I think that most of them are — but maybe some of the people that work different
shift and who don’t work the normal 9-5 day might find it harder to get in‘touch with
HR or be less aware of who their HR team are. I think by and large they are aware of us
though. :

T: At present what is the role and focus of Corporate HR? |

Di:  Well I think it is essential that Corporate HR is there. When you have five or six

IBD’s it’s very easy for everyone to go off and do what they want to do unless you have

a corporate focus there that can ensure consistency in the policies and make sure that we
are all doing the same things.

-~ And it’s very much as an advisory role for HR people for us to refer to on issues like IR

or recruitment issues — [ think it is essential to have that unit there.

T: Dotted line reporting structure back to the Director of HR — How strong do
you feel that line is?
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D1: Idon’t feel it is as strong as it should be. I feel very much that my reporting line
is to the Managing Director, Television. And it’s probably at a higher level but I
don’t feel it’s that strong at all and I feel it needs to be stronger because sometimes it’s
the case that a decision is made that the Managing Director, Television might sign off
on something which Corporate HR mightn’t be aware of or might have a difficulty with
and then which do way are you going to go and often it goes with the decision of the
Managing Director, Television. And I don’t know if that’s always the best.

T: So for you, you feel the link back should be stronger?
D1: I think it should be stronger, yea.

T: Do you feel line and Corporate HR need to have a good level of interaction
with each other? :

'D1: 1 think for most of the day to day transactions that go on we are pretty much ok

in that but I definitely think that there should be fortnightly meetings or a get together of
Corporate HR and the IBD’s and if there are any new policies that come in or changes
to PeopleSoft or the way we do contracts just to ensure that everyone is consistent in
what we doand I don’t know if that consistency is there at the minute, I don’t think so:

really, deﬁmtely not in some- aspects anyway so it’s to police that really and ensure it’ s . R
not the case. ey "
T: And.do you think that up until now the cross divisional communication and - ' ;v

information sharing between HR has been effective or do you think there is a need ;'.?
to improve on that?

-

D1: [think'it’s quite informal you know and you can pick up the phone.and talk to
anyone in the various IBD’s but.I suppose it’s where you have a problem, you talk to;
someone and make a decision on that, that maybe that should be recorded somewhere so
that people are aware of it going forward that this is the way we went on that particular
issue in case they encounter the same issue in the future but currently what is in place is
very informal and maybe it should be formalized a bit more. :

T: And do you think that Corporate HR should have a policing function or
should they just set guidelines which it is then up to decentralized HR to follow?

D1: Ideally it should be a matter of having the guidelines there and just adhering to
those but we, by and large as HR Professionals are happy enough to go along with these
guidelines but where you tend to encounter difficulties is with line managers and | mean
really HR should be strong enough to ensure we implement what is right but it is not
always the case and I think that is why there should be a stronger link back into
Corporate HR. Initially anyway until we get to the stage where people are more
compliant but I feel that in this organisation at the minute we do need that.

T: What have been the advantages and disadvantages for the organization of
this changed structure?
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D1: I think the advantages definitely are that the IBD’s have their dedicated services
there and people get to know the business of the IBD and their requirements which is
good.
I think the disadvantage may have been that beforehand the functions would have been
split up between a group of people who were specialists in a particular field and now
that they are in the IBD’s they are required to take on a more generalist role so there
might have been a gap in the training there and you might have lost out on some skills
as well because I suppose people didn’t have all the skill-sets that were required but that
has probably evolved over time now as well but initially at the time it happened that
may have been a problem.

Apart from that [ am not sure, perhaps opportunities wise if you are in a smaller IBD the
opportunities for movement might be a bit more limited..

T: And do you think overall it has been a successful move for RTE?

D'1: I think it hasn’t been fully successful yet —1 think there are — I definitely think
- it’s-a good thing now -If you’d asked me about a year or'two years ago I wouldn’t have

been as sure but having worked here now for the past six. months I definitely think it’s
good:for the IBD’s as a'whole to have their dedicated services; you get to know the

business a lot better; you get to build up your relationships, you’re meeting people day
to day which you didn’t before because even physically you were very much removed
from’.what was going on'and I think that has been a posmve move but I suppose things
need.to ]USt move'on a b1t more now. ‘ IS v R S

T: * Do you thmk there sa fear that decentrallsed IBD’ lose sight of the overall_

corporate aims — that one of the fears is that they will jllSt go native’?

Di: I suppo‘se it depends on what level you are operatmg on as well — fromsay _:
senior management point of view I am sure they are very much keyed into the corporate

goals-and what we should be doing and everything else but if you bring it down the line
- further just even to an individual level I don’t even know fully what the: corporate goals

are fully to be honest! Which is a very hard thing for people on the ground to have an
input into them then! '

Interview ends.
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Transcript of Interview with D2

T: To what extent has their been a deliberate policy to devolve HR activities to
the line? — Referred to as D2

D2:  Well I suppose | mean there was a corporate policy that stems from the strategic
framework document which requires RTE to be more transparent and accountable and
efficient and arising out of that policy it was decided that HR along with the other
functions would be devolved so yes in that sense there would have been a deliberate
policy that it would be devolved to the line in the sense that it would be a decentralised
function but following on from that, that it would actually move down into the line that'
I suppose would be part and parcel of that to.a greater or lesser extent. I meanIdon’t .
think you can say that HR have been devolved to the line in the sense that there is still a
distinct HR team and while yes line managers are now expected to take a more active
role in the-management of their staff and there have been training courses put in place,
for example the people management course that managers go on for a week — anyone
who has people management functions to perform:. As I.say that’s kind of then

. following through in terms of the policy to devolve to the line. But it only I would say
it devolves:so far in that a line manager cannot.decide himself or herself that they would -
Jlike to recrult more staff for example, or that they would like to change-a work practice ::
:+ — I'mean it3s not within their power to just go dhead and do that — they.still have to work

with théir.own HR team for any-issues that are more than just the day to. day issues-so:it .

:would be more:I’d say a devolvemient in terms of day to day management issues as:+?
.opposed to'the.bigger issues where I would say it is still the role of the HR team to both

drive-and 1mplement those.

T: . Who or what has been the drlvmg force behind the restructurmg in RTE
and I am referring specifically to decentralisation here? .

D2: . Well I suppose it goes back to my previous answer. I Ssuppose the driving force

. stems from. two things; once again the strategic framework and the need for ,
- trahsparency etc but also I think that even if that particular framework was not in place I
. think RTE would have moved anyway towards a more decentralised function and I

suppose to a greater or lesser extent the MD of Organisation and Development at the
time would have had a strong view and in turn the then Director of Personnel would
also I think have had strong views-in terms-of decentralising the function into individual
areas. ~

T: Why do you thmk they decided that decentralisation was the best way
forward for this particular company?

D2: [ think there is a time and a tide for all of these things.in that decentralisation if
not quite the flavour of the month, is definitely one of the things out there. All of these
things have a cycle. A number of companies have followed the decentralisation route
and are now looking at recentralising and who is to say that RTE won’t go the same
way but I think there’s a definite kind of flow to these things that it becomes the popular

‘way of doing business and there would be a lot-of documents and.a lot of seminars and

a lot of just thinking by academics on the benefits of decentralisation so

5
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I think it becomes a topic of conversation. Now how much practical study would have
been done on this [ have no idea. But I suppose even if there was the thinking of doing
385 it the strategic framework made it essential that it had to be done anyway. So I think
it’s a combination of those factors.

T: Would like to establish how your role has changed since decentralisation —
. From a personal point of view what is your reaction to working with the line?
390 . .
‘D2:  Well I suppose that is a difficult one to.answer from a personal perspective in
that prior to decentralisation I wouldn’t have been working in the news function
anyway. Now when we were ‘gifted’ to the newsroom the decentralisation had already
begun at that stage so I suppose the big difference was that say prior to decentrallsatlon
395 - was that; :
[ was working in .a different area.
This would be of more relevance — while the area I was working for prior to that
would have dealt with all the issues other-than I suppose the IR which was then a central
function really, we wouldn’t have dealt with sick leave and we wouldn’t have dealt with
400 - pensions so there would have been ‘experts’ dealing with those.areas. Now with the
decentralisation I suppose it was almost a by the way that we ended up in the:
:Néwsroom so now as well as being in the Newsroomand having the same type of | .
functions that we were providing to Facilities TV that we were:now prov1d1ng to: the g
Newsroom In addition then we would have had the IR, sick leave pens1ons etc:

-+ 405 ter N

-What are the- beneﬁts then — well [ suppose you get a fuller plcture in terms: of the HR .
function itself — the other area is training of course, where you.would have been dealing -:
with a slice, ok a fairly big slice albeit of the HR function as it would apply both to the::
:area and to the individuals affected — now you are dealing with everything essentially :

410  from beginning to end from-recruitment to all the terms and conditions, annual leave,
sick leave, pension, training, even things:down to welfare with a small w I suppose —
those issues where you would have previously had experts so in that sense I suppose it
is a more rounded function. The downside is twofold; one you don’t have access to the
same level of expertise so you are going out and to a greater or lesser extent and having

- 415 - : to re-invent the wheel when previously there would have been someone who'would
have had ready made wheels! And equally’you are never going to become an expert on
a particular topic because one you just don’t have the resources-and two you just aren’t
doing it with the same level of frequency so even though you now have re-invented the -
wheel for a particular item you may not do that item again for another twelve to

420  eighteen months and while you are not quite back to square one you are definitely only
on square three or four so I suppose those are the main disadvantages.

T: Do you feel now that for decentralised HR staff they are taking a step ’
backwards in their profession - that they play more of a practical than a strategic
425 " role? ' ‘

D2:  Given the particular IBD that we are in I would say yes I have less of a strategic

role but not because of the decentralisation I would say more because of a lack of

resources. We are a relatively big IBD and being a fairly small HR team I’ve had no
430  choice but to be very involved in the practical aspects of HR. I don’t think the
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decentralisation of itself has limited strategic ability in that even when the function was
centralised ultimate strategy would still have been driven at Executive Board level. But
strategy with a small ‘s’ I think still does apply in the decentralised function it’s just that
in my particular IBD we get bogged down because of the practicalities — I think if you
were to look at a bigger IBD with more resources such as TV I would have said the
Head of HR still has a strategic role — she can’t go off entirely and do her own: -thing but
that has never been the case, whether we’re centralised or decentralised that a particular
area could go off and do their own thing.

T: And what would you see as your priority now that you’ve been
decentralised — where does the emphasis lie — room for potential conflict of goals?

D2:  As part of the strategic framework objectives were set for RTE Corporate which
in turn were reflected in the objectives set for the IBD, which in turn are reflected in
each manager’s particular objectives so it’s very much a cascading exercise-so I don’t
think in terms of say strategies or the way we might want the HR function to go ih the
newsroom to go-there’s any conflict with where central HR or the Corporate body might
like the News to go — I think where there is conflict; or even conflict mightn’t even be

- the right word is more on the practicalities in that the Newsroom would define a_
:; particular set of needs which corporately would be recognised in a general sense but not
. necessarily in the way of achieving it - in other words.for-example the riewsroom wants

" to take o6n an extra person to perform a function. Corporately it is-récognised that that AN
. function needs to be performed so there is no contradiction there but the 3 way of T
¢ achieving that — there can be a mismatch in that corporately we don’t:: agree you should BN * '
«" be increasing your numbers but yes we do agree.you should be doing that partlcular RPN

-task. But that is going to be mev1table and that doesn’t change your priorities-and your:

priority is to meet the HR needs of the newsroom but within the context of the.
Corporate HR requirements and because there: is that cascading they aren’t SE .
contradictory so you don’t have to choose one over the other but your methodology can I
contradict. C ' -
Whjch of the following activities do you feel you spend most of your time on?
© HR Administration ' - '

Updating your own HR knowledge.

Providing support for line managers

Providing specialist HR-input to wider business issues

Developing HR strategy and policy

Implementing HR strategy and policy

D2: I suppose the number one is providing support to the line managers. To be
honest here I suppose néxt is HR Administration, then Developing HR strategy and
policy, then implementing policy then input into wider issues and then last but: not least
updating my own HR knowledge.

T: . Anddo you feel this is how your time is best spent? A

D2:  No I suppose one couldn’t in fairness — one would like to s¢e the HR admin drop
to if not the last or the second last.

10




485
490
495

:‘:5'00

;;505

510

515

520

525

530

- D2:  Now, ‘Employee Champion PR

T2
T: Ulrich identifies the roles of HR as being a Strategic Partner, Employee
Champion, Change Agent and an Administration Expert — where would see HR,
News in these statements?

D2:  One would like to think that strategic partner would be the most accurate
description of the function and in many ways it is — in that if the newsroom decides for
example that it would like to do a breakfast news yes HR will be very much involved in
that conversation because it won’t work unless you have the personnel on board to do it.
[ suppose the decision though as to whether or not one should do breakfast news that
level of strategy HR would be more I suppose.in the background — the decision being
taken that we would do breakfast news would be based on other issues initially such as
why we should do it — the audience, the funding, our competitors, our public service
remit, those kind of very high end issues would be the initial topics — then I would say
the:background music to that would obviously be the HR implications so I suppose -
strategy at that level we wouldn’t necessarily have an active role it would be once the

. decision had been taken that that is the strategy they would like to pursue HR then
. becomes the partner.in terms of turning that idea into a reality but our input in relation

to the actual idea itself of doing it would only have HR as the background issue at that
stage and it is the other issues such as the remit, our audiences, if it is a good thing to do
in itself, we are not mvolved at that strategic level : So I’d have to:say it is strategic
partner with a small ‘s dos )

ey

-t ;v

=T ‘Do you think people mlght fee] in anyaway llmlted in who they can .. < . §

approach in relation to the various HR issues if they only have one HR team they- ;

. can approach who will be sitting across them on an interview board, or that they

might meet across the table at IR discussions and then they may need to discuss a

. welfare issue with them? Do you think people might find that difficul¢? -

D2: No I don’t think so, I mean people seemto be more than happy to come in.and

. discuss any number of different issues (IR, recruitment) it doesn’t seem to affect the

relationship between us — but I think this does in fact very much depend on the
individual HR practitioners.and I think that would probably apply whether it was
decentralised or not — I think if you feel someone is approachable no matter in what
context you’ve met them previously if you felt they were being fair and open,
whatever, they would call in to see you. I think the downside might be not so much that
because they have met you in an adversarial situation they now can’t see you with
another hat, it’s that you may not have the level of expertise. In other words because we
say we had a welfare expert they may call to you but it may be that they have no one
else now to call to, but also that you might know someone that may be better able to
deal with the issue than yourself, in fact you may not be capable of dealing with the
issue so I think there is a limitation from an employees point of view point, [ think it is
more that you’re just not as familiar with a particular topic as the particular expert was
previously there as opposed to the fact of being decentralised being the limiting factor.

Administrative Expert. Are you seen as an Admin Expert. By default the hr function is
seen, but very much within the HR remit. I mean I think in terms of the wider
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admin because there is a resource there that has that specific function I don’t think that
we suffer too badly from that front. I think in relation to say the software, the computer
software that we have that is essentially a HR system yes when it comes to that we are
seen as the experts, I think that is inevitable.

And last but not least, Change Agent.

I suppose that’s a mixed bag in that line managers are seen as Change Agents. I think
HR is seen as a change agent but they’re very much married in the sense that it is both
the line manager and the HR function together. [ think in terms of say work practices,
that because I suppose the expertise lies with the line in terms of the day-to day
working practicalities of the area that the liné managers are seen as the experts-and

while HR would help to bring about the change in terms. of the negotiations, in terms of -.

what needs to be done, how it will be done, the process and procedure, I don’t think in .

terms.of the-editorial changes that would take place that HR would be seen as a change

agent in that sense. It would be more of a change agent in terms of the add ons such as
‘the management of annual leave and sick-leave, those personnel type as: opposed to the -
edxtorlal issues. o : :

.T:-. Lookat re]ationship you now have with‘-,lihef‘r"nanégers

v

.
R

D2: Giventhe partlcular IBD within: Wthh we works I would have said that; - K

1. There isa very flat structure in the newsroom in that essentially there is just one, tler
of senior management-and it’s also a very- compact, physically compact unit. And 1tshas
always been:a very open place, in that the newsroom ¥ould have said that they had 1

Partnership before Partnership was ever-invented. And because of the-open door pollcy ift*

that the senior managers had and continue to have, they'have always carried out a*HR

; function in terms of meeting staff with any issues that the: individual has or even groups -
may have without them say turning into formal IR issues, so they have always worn-the - .

HR hat - ok with the HR writ small but it has always been there so that in that sense-
decentralisation hasn’t created a significant change. I would have said that if there has

- been change it-has been more where the line managers have changed in the sense‘that:if -

there hias been a new senior manager into the-area whose way of operating is to take on
more of the HR role that has been their individual way of working and it hasn’t been

- the decentralisation per say that has driven that - they have taken it on themselves. Also :

as part of Senior Manager objectives I suppose the HR role has become more obvious

* in that it is now specifically written down but I think that in this particular area it was

always a function that they carried out.anyway for the reason I mention earlier, yea

T: And really then do you think it boils down to the individual manager rather
than anything else on how willing they are to take up the HR role?

.D2: I think there hasn’t, just looking at the senior managers, because once again it’s
such a flat structure; well there has been a certain amount of change in terms of

- the Senior Managers, I suppose, they were all willing, with perhaps one exception, to
+ carry out this role because I think they always saw it as part of their role as Managers

anyway so I don’t know if the word would be happy, I think the word would be that

-they always would have seen it as part and parcel of what they do because of the nature

of broadcasting, maybe news in particular. The Journalist is almost if not quite
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the end product but they are synonymous with the package that they are doing therefore
if the Journalist isn’t getting it right then the newsroom isn’t getting it right and on that
basis the senior managers and the line managers see it as part and parcel of getting that
package on air that they deal with any HR issues. I suppose there was one area which
previously didn’t belong to the Newsroom where the line manager wouldn’t have seen
their role as being HR in the sense that Corporately HR might have been described but
after they became part of the Newsroom and there was a change of Manager, you saw
that individual manager once again taking on that function and once again I don’t know
if they would say they were happy but they would see it as part and parcel of what they
do as a line manager.

T: Do you feel they have received adequate training and support?

D2: Am,; there has been specific training provided, now they haven’t all gone

through it at this'stage. Many of the most senior managers would have, but the next line
of managers wouldn’t necessarily, and I suppose.some of the issues there is that some

of those managers don’t always see themselves as having a HR. function as opposed to
having an editorial function. Therefore I think you would have a very mixed response

to the question of being supported in their role.— some of them wouldn’t even

necessarily see themselves as having the role..For those who would see themselves as
having the role I would have said that yes they.would be satisfied with the level of . .-

trammg in general. I suspect that, like anyone:dealing with HR, that when a particular : é;, .

issue crops up that you haven’t-received training on, you are always going to feel a wee
‘bit at a loss and especially now.because theres 'is no-expert on that area. The loss would i
feel somewhat greater because even if they go‘fo'the HR person in their [BD that

-person might not be an expert either. But other-than that ] would say yes, managers .
-would say they have received good support be it in training or from their own HR

¢ function.

2

: T: - What do you think from the line managers point of view are the particular
- advantages and disadvantages of having a decentralised HR team present? -

" D2: 1 suppose the advantages are that they can almost talk in short hand at this stage

.in that we would have, as a dedicated team, a better understanding of how News gets
made. Therefore if not quite at the stage we can almost predict problems, we can at
least fully understand the problem once it has been highlighted as opposed to then
having to explain in any detail as to what it means. As I say we are capable of
understanding the hidden nuances, the subtleties of the personalities, and what will or
won’t run in terms of the line manager trying to achieve a particular goal. It also means
that we can predict problems in advance, not editorial problems, but HR problems in
that because we now have a familiarity with the personalities, the work practices, that if

. a line manager is say looking to change a work practice, we are well tuned in to what is

likely to be the outcome if they go down a particular route in a particular manner.

The disadvantage, I suppose once again it gets back to the designated HR team being a

" jack of all trades — I wouldn’t say we are an expert at none, we would be an expert in

some things but not in everything. I suppose that is the major disadvantage. I
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don’t know if there are any other major disadvantages.. I suppose you’d have to ask one
of them!! (laughs)

Look at the role of the Corporate Centre

T:

D2:
would

What currently is the role and focus of Corporate HR?

The role and focus of Corporate HR — I suppose it is all the things that you
sort of expect. It is to devise overall strategy and then develop overall policy to

ensure consistency of practices and local policies throughout the organisation. To
ensure that each of the IBD’s is-focussed on meetmg its objectlves so that in turn the
Corporate

Centre can achieve its: objectrves as defined in-our strategic framework and licence fee
commitments.

‘T:

.. D2
650

What issues if any would you refer back to the centre- on"

Issues of recrultment I suppose would be the one that gets referred back the

centre. most often in that if we are looking to recruit new staft, but more in particular if
we are looking to recruit addrtronal staff that would- automatlcally be referred to
Corporate HR. ' Ly ' :

' Industrial Rélations issues-that- would have implications for other IBD’s or: for the body

Corporate would get referred. They I suppose'would be the' main ones that get referred "
centrally. Then in a more.general sense you would use Corporate HR' asa soundmgw,

board because even though what you are‘doing shouldn’t have 1mp11catlons elsewhere ;-

that is not to say that the same local issue-hasn’t arisen elsewhere and that thereisa .

- chance that the HR person in that other IBD. may-also have raised it so that once agam d

it would be to ensure a consistency of practlce even on local issues. . A

T:

Cross-divisional commumcatlon and mformatlon sharing — How effective

‘do you feel that has been?

D2:

I.would have Sald it is pretty effective in that there is a procedure there to ensure

such information does cross the various IBD’s:in that we meet as a-group every week
and we go through the various issues so.that ifan issue is of interest to another IBD it
gets highlighted..Equally if Corporate are pursuing a particular-line we get to hear:

- about it at those meetings. And then there would be ad-hoc meetings or we would set

up cross divisional small wotrking groups on issues that are of common interest such as

© things

T:

like transition year placements, things like that.

If I.could touch on the dotted line reporting structure that you'as a

decentralised HR practitioner have back to the Dlrector of HR / Corporate HR.
‘How strong do you think that line is.

D2:

I would have'sald,rt is a strong relationship in that because the two big issues of

recruitment and IR are of such corporate interest it is inevitable that the relationship is

strong.
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T: Do you think it should be stronger or weaker?

D2: Should it be stronger, no. Should it be weaker, in the area of recruitment I
would have said in that at the beginning of a year each IBD is given a headcount within
which to live, for that year. I think that so long as the (decentralised) HR function is
willing to accept that responsibility for ensuring it lives within that headcount there
should be complete discretion. That is not the case. As I mentioned earlier if we do

.want to recruit an additional body it must go to Corporate HR even if it is within the

allowed budgeted numbers for News I think yes it should go to Corporate HR for 0
information purposes but not for decision making purposes. I think if the.IBD has

decided that they need to recruit that individual — they have the budget and they have

the number — it should not have to revert back to the centre. :

On the IR front I think it makes sense that there is a strong relatronshlp there where
there are common grades across the organisation. Where there are grades unique to a -
particular IBD I think the relationship is probably is just about right in that while we
may advise Corporate HR I.don’t. thmk they interfere too much at that level. -

And in terms of other issues; again.I. thlnk it is about right. It’s: really about keeping -
central HR advised, I don’t think:they will really interfere with a particular way of
doing somethmg as long as. I saya it doesn’t have cross divisional repercussions.

&

T: What has the dlfference been the dlfference for you in reporting to the ;.. .-
: Managmg Dlrector, News: IBD as opposed to Dlrector of Human Resources"

; !

.D2: -The b1g dlfference is’ when it was centrallsed I would have had no reportmg ‘ RN

relationship into anyone other than the Director of Human Resources so I suppose the = - . ... .
main difference in reporting to.-Managing Director of News is-that; well you could 160k
at it from the two issues I would report on; E

_1:On practicalities

2 On debate

- So. for example when you are reporting to Managmg Director of News on.an issue a lot
-of'the-time you will be reporting on-the practical application of'what-he wantsto 5

achieve. So I will report on how what he is looking for is currently being achieved and’

. then the other is the debate and that is-where I feel something should happen.or should
. -not happen and I would be discussing — I won’t say arguing.. you don’t argue! But . .
. forcefully putting across the HR viewpoint and as to why it should be that viewpoint

that should hold as opposed to the viewpoint of the Managing Director of News. But
irrespective of whether it’s the practicalities or debate we are having the contest is very
much of wanting to achieve the same thing. When reporting to the Director of

Corporate HR whether you were talking either practicalities or debate it was much

more of a persuading role in that you didn’t necessarily feel that the Head of Corporate
HR was sympathetic to what the newsroom was trying to achieve. He may well be

neutral but you had to have a much bigger conversation before you could then get to

the actual practicalities of what the issue might be — so I think that might be the big
difference for me. With Managing Director of News you are speaking much more of a
common language with central HR it is much more of a persuasion even on just
practicalities you always had to have this big conversation.
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T: Look at the overall structure which encompasses a decentralised HR,
Finance, Technology and Sales structure — from the organisation’s viewpoint what
735 do you think the advantages and disadvantages have been for RTE?

D2: I mean the obvious one’s we have mentioned earlier in terms of the transparency
and the accountability and efficiency. Also from the organisation’s viewpoint it is
easier to pin information down. One of the issues that has always been around in terms

740  of accountability and transparency-is the cost of a programme hour — it is very very
difficult to define and when we were centralised, almost impossible to define. ‘So I
think that has been one of the major benefits because now an IBD is responsible for all
of its own costs — it becomes easier; I am not'saying you can always do it but at least it
becomes easier to define what it actually costs to make a programme and if things are

745 going well or not going well it'is easier from a corporate viewpoint to isolate an area -
where- thmgs are or are not being achieved be it- objectlves or practlcal apphcatlons

level. :

T: Would you see duplication as one of the disadvantages for the organisation?
750
D2:  One of the disadvantages for the organisation would definitely have to be the -
loss of expertise —now that is for a couple of reasons, not only was there o Lo
.decentralisation there was also a downsizing factor. If there had been no downsizing - -
would:there still have been a loss of expertise? [ 'suspect there would have been:Ifyou . : ~o
755 look in particular.at-the Industrial Relations functlon in: HR for example:so yesdiig the C
loss of expertise. & . S : g T B S

Duplicatibn almost“inevitable in that there is a high end admin function-in all of the:. .- oo
- IBD’s — If you added up all those decentralised staff numbers would they be greater™ a
760  than the centralised HR function — Probably. Once again difficult to assess because not
' only was there decentralising, downsizing but you also brought in a completely new" -
_software package so you are not comparing like with like: It is very difficult thento
just look at centralisation vs. decentralisation because you had lots of different things -
happening all at the same time as decentralisation. I feel though that decentralisation as
.. 765  awhole, the benefits outweigh the negatives: The loss of expertiseis a problem but
' that may be more of a reflection of the downsmng rather than decentralisation. i

I think the decentralisation of the major HR functions has béen good. The’
decentralisation of training, welfare, things like that, I think are a disadvantage.

770 On a personal note the decentralisation of training especially from the newsroom point
of view'is a loss (2 HR employees moved to news as opposed to the three that were
assigned to the other IBD’s so news was without a training specialist in the line) — We
don’t have the luxury of having our own training expert in news. .

775 Interview Ends.
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Transcript of Interview with D3

780 T: To what extent was there a deliberate policy by RTE to devolve HR
activities to the line?

D3:  The policy was put in place about three years ago with the then Director of
Personnel —that was the beginning of devolution really - prior to.that we had people
785  working in the line but it was in a very limited capacity. It then became more
formalised and it wasfelt that line management should take responsibility for the people
management aspects of their staff— they had always come back to HR for support so
there was the issue of taking responsibility, accountability, being more proactive in
dealing with issues as they arise, when they arise, as distinct. from issues becoming IR
790  issues which shouldn’t happen in the long term. ‘So at that time the policy was made to
push HR teams into the line, let them look after the entirety of the HR function, all
different aspects from IR, training and development, recruitment, contracts
management, all the different facets that we do in conjunction with the management:of
the systems that we have in place such as PeopleSoft and that the HR teams. particularly. -
795  the Heads of HR of the various IBD’s, would then ensure as part of their brief, ensure
' ‘that line management take on-more respon31b1hty for people management issues. (That o
~:. s the corporate view - devolution) - : T

. F'rom whatiwe are: doing here at local level there is an ongoing process to mai(e V3
800 .- managers aware that they have to take more resp0n51b111ty That is time.c onsummg, 1tz
+. a'lengthy process and it is a cultural change issue as well that they haveiseci < .1 A
- themselves,particularly in Radio, when you break up the management oroups you have
" Editorial, Techmcal /"Operational and that’s it really — it is very-hard to convince -
oo editorial managers moreso that they have to take up more of the responsibilities in 4, SRS
.805 - dealing with their staff so things like the take up of PeopleSofthas-been a difficulty for - - !#-
-« . them —they are using it because they have to use it. . But at the end of the day they seem .+ .
themselves as having an editorial not a people management role:in their jobs. .

LT Do you think they feel those aspects of the jOb should contmue to be carried
. 810 out by the HR function? S .

D3: I think .some of the lme managers do feel yes itis.a HR job to be done by HR but
1 think the Managing Director of Radio believe it is line:management responsibility so
o senior managers now have a job to convince their line managers to take on this role and

815  we are doing ok but it'is taking time but generally speaking there is a greater emphasis

on communication and openness and trying to deal with issues as they arise and an

emphasis of local staff consultation on issues, individual or collective. There is a

recognition of the need to look at training and development and look at what the needs

are that affect output which the line managers are taking a more proactive role in now.
820  In the general sense we are not there yet but maybe 50 to 60% so that’s not so bad.

T: What activities do you think then have been or can be devolved to the line?

D3:  Well let’s break them down a bit.
825
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Training and Development - there has been a good level of involvement of line
managers here
PeopleSoft — they are now using it the way they should be using it. Sick leave, annual
leave and TOIL.
Recruitment — they are involved as much as they can be — they get involved in
shortlisting, drawing up job specs, drafting advertisements, identifying selection criteria,

. they will be involved in the interview process and deciding on the outcome so as much

involvement as one could expect.

Industrial Relations ~ involved as much as they can be — I think there is an issue in
relation to training here — there are some people in Radio need training in that area to
understand what the issues are, what the processes and procedures are and what is
required of them in these meetings. :

. They do need to put more of an emphasis on the day to day issues of managing staff —
. they need to turn these things around a lot more quickly than they have been doing.

They have done some training recently which.is very beneficial. They understand the

1ssues that we have with headcount but ultimately they will ignore this if they want to .
bring somebody in and that is a fundamental problem that we-are having at the minute-
-but it is being addressed. Senior Managers recognise this but pull back when faced with
‘the.issue and will argue editorial reasons for the extra staff requirement but one of the
" main advantages when you are decentralised and you are in the bulldmg with'them:is-
that you do get a better sense of the business, of what the. product is, and what: the needs

are™ you are‘working and interacting with people on a dayto day basis and you get'a 3‘

“better sense of:what is going on. But it is about'working in tam em with them; not 1nx“ o
‘opposition, that is the crucial thing —it is about building up relatlcnshlps ar1c.~w0rk1ngy

- side. by’side but they (line managers) have to feel that you are comipetent — if they ig
‘believe. for a moment that.you are not up 16 speed with something they will let you.

- know about it-pretty quickly — that is one of the key aspects of a decentralised HR
function - they,do expect the full service because they don’t have the support of 4 '

Corporate HR anymore

T: ‘What do you thmk lme managers 1mpressnons are of havmg a decentrallsed

HR team? .

D3: 1 think they think it is a good thing in a general sense. I think they have certain

expectations; I can only speak about Radio.now. I think they want it here, I think they

- see the benefits of having it here and they want different things from HR now than they

wanted years ago. They want a more high end service from HR'now, this thing about: -

- the day to day transactional activities of issuing contracts, dealing with increments,

probations, lump sum payments, general day to day stuff really but It doesn’t add value
in terms of what they see. The added value will be seen in recognising what the output-
is, yes doing the day to day really well, but looking at planning things in advance, things
like headcount planning, succession planning and training and development needs and
putting processes in place to affect those. They want you to be a consultant, they want
to be able to come to you with a question, on a policy matter, a legal matter, an IR
matter, on a-training matter, you name it and they want-you to give them an answer.
They don’t want you to say mmm not too sure about that. :
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T:‘ Do you think then that was one of the downsides when HR were.

T3
T: Do you feel from your own point of view, given decentralisation in the end
happened quite quickly, that HR were given sufficient time to get themselves up to
speed on all the areas they were required to cover?

D3:  No, absolutely not. The new job is completely different and it was set out
completely differently. You could see exactly what they were looking for — they wanted
decentralised HR to drive things instead of just being reactive to them. They wanted this
structure of professionalism, this consultancy setup whereby they can come in to HR"
and deal with any issues and have that support. What they found in reality-was that the
way the teams were put together was just Jooking at oh you are particularly experienced
in that area so you can pop in there and your background is in another area so you can
pop in here. In hindsight it didn’t create the skills mix or knowledge base that we
needed to be effective. And:itis only:recently that we are even getting the opportunity
to address that and even still we are not there yet. There'is a huge gap between-where'
operate and the rest of my team-operate. Then too much comes in to me and then 1 .
don’t have the time to concentrate on the things I should be concentrating on which then
takes away from the value added which reflects negatlvely on the decentrahsed HR

o

decentralised — that there wasn’t a sufficient analysis of the skiils:that were i
required in the decentralised teams and that: people were not sufﬁclently looked; at R

-to see what. skllls mlxthey had. - -~ R e he E7E g u-' R 5

v PEP . N e
“ R AN Cors

D3 Absolutely well there wasn’t enough thought put mto But albo they thought R
when we were:putting the systems in place that all processes would nearly'run 7= L8 . ..
themselves and that everything would be extremely efficient and standardised. ‘ :
Everyone thought these systems would go in.and they would be flawless but we have:: - - LA
seen that they are not. They looked at staff numbers more than a skills mix for the .- . - ‘
various IBD’s —there wasn’t any sense of strategic thinking about what the:impact was - :
going to be or even thinking about what the individuals in-the decentralised teams were

-

going to have to deal with, no realisation of PeopleSoft and the difficulties it was going

to bring, the new fees payments methods and contracts issues, which was all new-and
nobody had any knowledge of and all the technical problems that we encountered as - -
well — the skills mix of the team was not gone into in any depth, no thought put into it.
And now everywhere has upped their numbers so even that in itself says ‘bad decision
on how it was implemented’- not.properly thought through and we had to wing it and as
aresult we suffered a great 'deal of stress and we were presented in a very negative light
to management because we just couldn’t achieve what they expected and what they had

‘been led to believe could be expected. So that was a very serious negative but more

recently we have been able to build up on that relationship again. There is a recognition

from the DG down that people management is crucial to the core business and if we

don’t have the resources to support people management issues then we’re going to have L
a problem with the product and it is time therefore to get that in gear.

And we need to focus more on people — I mean it stands to reason if 70 to 80% of your-
costs are labour costs-then where should your emphasis be? Therefore we need to grow
HR and grow support for it and we need to grow it in a different way than we did in the
past and there needs to be more of a focus on strateglc HR management

E R

T3
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than just personnel management. We are now trying to create time to deal with the
more high-end issues. Because that is where the value added is, that is what we will be
measured on.

930
T: From a personal point of view then what is your reaction to working in the
line?

D3: - Itis very difficult to work in the line because you have to have that total overall
935  generalist approach but you don’t have time to get it — we do have a good knowledge
: base built'up from your experiences and academic knowledge from studies but you need -
the experience. You need to be exposedto your environment to get the experience and
then you become very aware, you learn the politics, you learn the dynam1cs and how to -
deal with pamcular groups and individuals. :
940 - . . e
Dol like being decentrahsed? Yeva do-hke being decentralised — I think it is great to -
be on the ground, it gives you a great sense of the business. You meet.people and you
are interacting in a different way, you’re not just caught up in this one little group in the:
- centre that'is cocooned from:everyone else in-the business. .You get an understanding of
945  the issues which means that if you do have to go to Corporate HR and argue the issue
from the business end of it you have-a better understanding of it and really that is what
it is all about. It is about undérstanding what the product'and the business is,. knowmg
~ the people who are the decision makers and: mﬂuencmg their: decxslons as best you can.-
- and being-able to talk their talk which we were never able ‘to- do in the past. So that is. af
950  very good. beneﬁt . . L e : C

é," [

Problem is it is now becommg somewhat repetitious- whlch is ‘lOW why weneed to s w e

move into this other level of act1v1ty

955 . T: - What has the dlfference been for you in reportmg to the Managing
: - Director, Radio IBD as-opposed to Director of Human Resources?

D3: ' First of all you-are dealing with different managements. The problem with .:
- reporting to central HR ‘was that the Divisional Heads didn’t have.that ownership of
960  you and I think there was always that element of not being part of the “family’.

: Although you were in:the fold you weren’t really, in it at the same time. Because your .
- reporting line was somewhere else. And you had to toe the Corporate HR line when -

difficulties arose and that was quite.a difficult reporting relationship.

965  When the decentralised team first came over to Radio we reporting directly into the
Managing Director, Radio IBD. Now we report into the Head of Operations.— we also
have a new Board structure in Radio and HR is not part of that Board.

T:  Have you been given a reason as to why ‘this is the case?

970
D3: They say it was the way the structure was set up?

975
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youwould like to.see them being, pushed "Ultimately if I am going to be respon51ble for

T3
T: Who set up the structure?

D3: I think the Radio structure mirrors Television and I think we just fell in line with
that. And initially HR was set up under Operations in Television and then we copied
that. I made the point that I didn’t think that was the way to go and I think we set the
function back a lot in doing that. Subsequently a month or so ago I raised this issue
again but as an issue to be addressed again in six months again. I think for HR to have a
profile or to give it the profile it should have then it néeds to be on that board and if it
isn’t there then it will never have it. You are reporting into somebody, you are not Iy
reporting to the Board. I can see the logistical reasons behind it, I can see- some of the
benefits as you can’t have everyone reporting directly to Managing Director, Radio.

But if you take the statement I made earlier-about our commitments to the focus on
people management then I think it is a contradiction in terms.that HR aren’t even on the

- management boards of the IBD’s. If you want to be strategically aware and part of what

the business is then you must be at Board level but I think HR has to prove itself now -

-probably before they let you in!! I thlnk we-are much clearer as to.what is expected of -
. -us today. . - :

Back to the question now! [ had a direct link back ifito the MD’s office and the MD.

can’t have everyone reporting intc:him reahstlca?ly s0-that is why he set up this other

-structure and time will‘tell whether that is apprépriate or not. The d1fference in P s
: reportmg into Radio as opposed tc reporting into: HR.is that.you are part of the busiriess Do :
- in radio, you are regarded as the key person- deallng w1th HR jissués in radio. 1 thmk itis™ e
good in the sense that you'have more autonomy:to be-able to push things in the way that SR :~

HR in this area then 1 feel I should'have a say in how it’s going to be run. "So I’'m not
being driven by some corporate imperative. There are restrictions and constraints on- -
policies and all those type of things and I acknowledge that but essentially I have very
little need for Corporate HR when you think about it. We have our manualsand '
guidelines and once we work within those I think it is fine. I think the way the

L e aeey @ -
MoAmorve oyl

- corporate centre is-at the moment.I think it sometimes imposes restrictions on me- thdt | S
sometimes don’t want to have. ; - :

T: Do you feel though that they should have a certain level of control over the

- activities of the decentralised HR teams?

D3: 1do think there is a need for Corporate HR —1 do think so and 1 don’t think we

should ever lose that function. I think there are key aspects of HR that only they

address and should always be left there. I think you always have to be aware of business

units and the possibility of business units at a time of crisis being pulled back into a

central framework anyway so if you haven’t got something in place when that happens

then really it is going to be very, very difficult. You need them to look after general .

policies, pensions, approaches to IR, set structures on how to deal with say recruitment i
or performance management — they should be centrally driven but then modified to . :
reflect the needs of the particular IBD’s but at least you have one template that is -

organisation wide and if you have people going off on solo runs sometimes they can

have an impact elsewhere and therefore Corporate HR really needs to keep an eye on.

what the decentralised teams are doing to make sure that if we do something over here it

1s not going to have an adverse effect
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D3 1don’ t get 1nvolved in that — apart from the odd query.

. T: ‘Prov1dmg'supp‘ort to_lme managers

T3
anywhere else in the organisation. That is one of the key roles of Corporate HR —
Corporate Guidance, Corporate Governance and all of that and it is an important part.
Even in terms of training and development maybe we should have some central function
on that but even the recent management training programme, I think that is good that it
is done by Corporate HR — It is good to have training that is consistent across the board
instead of everyone going off and doing their own especially because managers can
move from area to area within the organisation.

Responsible to the business you.are operating in so that is a plus because you have to -
know the business and even if you wanted to ignore the business you can’t!. You have -
to know howto deal with the managers, you have to know and understand what the.

. people here want and if you have-your objectives set by Corporate HR they will be --*

corporate objectives, they won’t be divisional objectives so decentralised. HR would
then lose its relevance. Thatis a good thmg about reportmg into the line.

: But what-I' ﬁnd isTno longer have that knowledge of'what’s gomg on across: the

organisation because our weekly meetings are basic enough and I think that is an area
where Corporate HR has a role to play Other than that no other issues on reportmg
really wo ET : :

T: What actnvntles do you spend most of your tlme on?

. BN : i L,
o - N oomdly .{,y

T: HR Admmlstranon (day to day operatlonal hr actlvmes) ¥ v :4.:,"31’52‘,

W ""' 3

T : Updatmg your own HR knowledge

D3: No time which is a bad thmg and- somethmg, wh1ch I have been thmkmg about
recently. .1 want to look into things we haven’t really looked into in the past like

i performance ‘management; new forms of pay systems etc: - Time is a major issue forus -

here though. - We don’t have the time to-sit back and look. at things and we'need to -

-create that time and that is something we as a HR team are looklng into here.

+

D3:  -This takes up a huge amount of time — and agam this is something that needs to
be looked.at here. This takes up about 70% of my time.

T: Prov1dmg‘speclallst HR input into w1der busmess issues

"D3: Oneofthe pr’oblemds of not being on the Board means that that question becomes

less relevant. We have regular management meetings where-issues would be addressed
and where you will try to push things forward but that is not the level at which strategic
decisions are taken, certainly it will feed into that but in.terms of impacting people-.

- strategies in terms of not being on the board we are somewhat limited in what

involvement we can have. We are not being as proactive as we’d like.
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T3
T: Do you think then this is how your time is best spent?

D3:  Absolutely not, I am not getting enough time to be spending on what I should be
spending my time on. I spend far too much time dealing with queries that other
members of my team should be dealing with and I am not saying that is anyone’s fault
but it is just the skills gap within the team and the level of experience people have.

I am the only person that can deal with Industrial Relations in this IBD. But that is
something you just don’t get coming straight out of college. It takes years, I know that
myself. It is a huge gap that we have all throughout the organisation and RTE is a

pluralist based organisation, and has full recognition and support for the Unions, we are '

not Unitarist in our views although some managers would like to be!! We have our

* processes and we have confirmed that this is part and parcel of what we-deal with. So -
. that is one big gap for RTE. -

Also people need to have. the conﬁdence to deal with managers and be knowledgeable

: enough to deal with them.

Because I have to concentrate on mid level work I never feel I am getting the time to
deal with the high level issues and [ try to.get into it and that is what [ am measured on.
It puts a pressure on you to think:differently then because I need to make sure the.
proper structures.below me are’in place to ensure we get to all the aspects that we need
to. * oS

.So I' have planned thal by the mlddle to the end of next year that Lhave § someone. w1th1n“‘_ S
theiteam who féels prepared enough o be able to deal with some lower level IR issugs®- = % . .
. if they show the competence but'they.have to appreciate the relatlonshlps that have i« %% ...

already been built"up and the’ levels of trust that have been built up so that' would have: = -
to be respected and they would have to continue in that light. Againitisonly - = .~
experlences that will get you there but you have to be prepared for the hard lme RENERIE

T: Ulrlch’s descrlptlon of HR is that of Strateglc Partner, Employee

- Champion, Change Agent and Administrative Expert What would you useto - .

descrlbe the HR functlon within Radlo‘?

D3: I thlnk we are an Employee Champlon and we shouldn t lose sight of that but -

that is something line managers need to deal with as well. 1 think we are lacking expert
in the Welfare area because we lost our Welfare Ofﬁcer during the downsizing’ process’

but we-do know where to look.

Yes I suppose we are a Strategic Partner, we’re pushing managers, we’re challenging
them, we’re working with them in terms of what the business needs are but again |
think that not being part of the board has been a setback but I suppose there are
dlfferent levels of strategy so it depends.

Admmlstratlye Expert — Yep, essentially we are.

Change- Agent is about challenging what we do and how we do it and I think it is a role

for line management. I think that yes we would champion change in terms of leading

the charge and directing how we should approach things but essentially
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.do you thlnk that has been"

T3
it is up to line managers really. Line Managers should be constantly looking at what
they are doing and how their area is working to see what could be done better or what
should be questioned. HR can help them to do that. And this is an area where value
added can come from

T: What effect has this move had on your role — more empowered or a loss of
control — do you feel you are no longer a specialist in your field?

D3: Well I came from a specialised area in Employee Relations where I knew very:* -
little about anything else. Contracts, increments, probations etc ... well I had seen
them but somebody else dealt with them. So when I came over there ‘was a very steep
learning curve to get into the whole personnel services end of the business which was.
very difficult. Training and Development had always been dealt with another
department as well. So it’s more that I have evolved into the role. When I took on the
decentralised HR role it brought with it a completely different role with a completely
different focus but it was-also implemented at the same time as downsizing, the
implementation.of PeopleSoft, negotiation-of the organisational transformation.
agreement so there was a lot of activity atthat-one particular time. This made it quite
difficult.and it didn’t give the'teams an.awful lot of time to bed in. More.about keepmg

- your head above water at theitime rather than developing the sk1lls of the team.’

- . Las - . .
s S mv ‘\-,,. ' f '

T: Cross. dwnsnonal commumcatlon and mformatlon sharmg How effectlve

¥ ' w s .
D3 Homstly” Mmlmal,gmeffectlve not’ meffectWe maybe meffecnve is too strorg-« . ‘.5 f:é .
1 believe that we don’t have a proper formal level of communication at the levéls we -

L
I

:need to have it We meet every Tuesday but to me there should be a set agenda for that

meeting, we need to have a more-structuredagenda or meeting in-place— it’s very- -
much just “what’s happening in your-area?”” But people need to be willing to‘take the - - .
time to think about what they are dealing with and what the potential implications are - ~

-in how they are dealing with issues-and come back-and share this with the times but o
“again this all takes time. Is there anything I could share that other people might benefit .

from. I feel that certain areas are more open to doing that than others — one particular

-area-would strike me as not adding any particular value to the general wealth of
knowledge within HR. You get fed up because all the questions seem to be a bit:one
-sided — getting information but never giving information back. Maybe now that is

being a bit too harsh but-there are times when it feels that way.

Communication from Corporate HR is ok, Corporate HR doesn’t mean that much to me
to be very honest with you. .

T: Do you think there is a lack of focus on what the role of Corporate HR is
then?
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T What have been the. dlsadvantages and advantages of decentrahsmg HR
1210 x \

T3
D3:.  Absolutely, I think there are one or two aspects of it where you can the benefits
of it and then there are others that you just can’t. It’s like bums on seats over there but
there are no real jobs if you catch my draft. And I don’t think there is any
appreciation by Corporate HR of the work that we have to deal with in the
decentralised HR team.
I think that there are some of them there that if you threw them into our environment
they wouldn’t be able to cope with it — they would just prefer to pontificate and that’s

not everybody in Corporate HR I hasten to add. But'in some ways the role seems to be .

the. imposition of regulations - there is assistance there and there are people that you

‘can go to-which is great but in a way it is like the:mother ship to some extent reigning
you back in. There are elements of both support which is excellent, very positive,

which you’ll never regret having but again there are also restrictive controls there- -
which can really annoy you when you are in the line because again youhave that
understanding of the business that they don’t. 1 think there definitely needs to be a-

“clearer focus on Corporate HR, who they are and what they are doing-and the value that .-

they are adding. The decentralised HR teams should definitely know the value
corporate HR is adding and I don’t think we do know that. Maybe we just aren’t being

made aware of the plans for the centre but maybe we haven’t gone looking for that

~

1nformat10n

=] thmk more recenﬂy the profile of HR has gone up recently. Senlor Management‘

today-as opposed to: thrée years ago would view HR in a different light now and-we M

could really build HR up and that needs to be driven by Corporate HR and ther; we; IR

could have an all singing, all dancing function and nobody is doing that and quite

'frankly nobody was even doing it when we were raising our own profile but we will , <. %

end up missing the boat. Corporate HR need to take a real positive role in building that ,

- -profile particularly when the understanding is there to build.-HR.— From the DG down :
-it’s there, build it, build it, build it and make it strong,.it was decimated and that was’
wrong so they want us'to build up again and deliver the service.: I just think it'is an:’

opportunlty that we-are going to mlss

ro

from an orgamsatlonal point of view?

D3 - all I think decentralisation has been a better thmg for the divisions whlch
.ultimately is RTE. RTE is a combination of all.the divisions. Yea with that central :

governance that resource you can fall back on, that support if you need it; of course it
needs to be properly managed, properly directed, properly resourced, with clear .
identification and with clear objectives of what it should be and what its plan is.  The-
IBD scenario, the decentralisation of HR is a very positive thing. If'you look at.the

other areas that have been devolved, IT, Sales I think that has been a positive thing too.

All in all [ would feel it has been a positive move for RTE but with perhaps certain
tweaks required here and there.

Interview ends.
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Transcript of Interview with L1

T: Are you aware of the changed structure that’s in place in RTE now?

Ll:  Yéal’m aware of it and we are operating under it so yes I am — I knew it was
coming around and what’s involved.

T: Why do you think this restructurmg was necessary for RTE"

L1:  Well the funny thing about it is that I think it was part of the whole
transformation package and what I think what happened was it was more because it was

- ‘arequirement, not from a HR point of view but.froma business point of view and that -

what had actually happened was that they decided ok this is not working because people
are not accountable in-their own areas because it.is too vast and what we needed to'do
was go into our own business divisions so:I mean<to me it.-wasn’t because-it was a HR

- need it was because the-organisation had” changed and if the organisation had changed

then obviously they had to look at-how you were gomg to manage if you were say .
looking at a.small company.outside —you’d be saying well what does a small company
do or a smaller company that might have-a-couple of hundred employees — you’d have -

~-your own HR; in:that area, so I mean- that’s the way that RTE has kind of divided up and#+

- that is the way I look at it even though:it is hard on one level.to come to terms with that.,.
~because we were so used to thinking of everybody as a big global thing but now really‘f‘ -
.-am part of the telev1swn division so as part of the television division this:i 1s the way WeEs L
i ‘operate and ‘we are accountable for what happens SO that S the way I seeiit™- 1t wasn’t s s
: "-;Q:-necessanly HR pushmg this change o .o P -:‘é:’ Gk dn

-

I¥s e e e

T: “~ Who or,what was the drlvmg force behmd this change" :

F S

'Ll.: Well 1 think it was staring us in the face.actually that we were going down the

tubes — I think it was earmarked here about five or six years-ago when television as a.
whole changed around.Europe and are the-world and people’s viewing habits changed

so dramatically that we had to say hold on it’s not good enough — we have to get out and .
sell RTE which we didn’t do — I mean we were a Public Service Broadcaster so we had .

- constraints on what we-could do, what kind of sponsorship we could get and what

advertising we could get so at the end of the day I think it-was staring us in the face — it

was definitely an external pressure; I think there were obviously pressures on us from

the government, I think we operated in:an ad hoc way — I know certainly in the area of

television we always thought we were different and I think in some ways we are

different because we make programmes and therefore the constraints on people working

in programmes is completely different to someone working in an office but nevertheless

there has to be accountability and even though I believe we did things well there wasn’t

the paper trail and I think all of that just came against us and you know certainly from & ;
an output, television programming was more important than anything else I think and . .. o
that was what people wanted you know so ah so I think definitely it was external

pressures that definitely put the push on us and we had to do something. I remember

about five or six years ago we had seminars with all of RTE but just really looking at

where we were going, how the
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: decentrallsmg of HR but.it wasn’t really just there yet so if I needed anythmg they i
" answered the questions‘for me. I think as a unit certainly in television I would be quite” - %

T4
market had changed, the way the big guns were coming in — Sky etc. and if we were to
survive what we had to do so then we knew what it was we had to do you know and that
is what we are trying to do.

T: What is the role of the decentralised HR team in your IBD? -

L1: I think they are trying to find their role. I don’t think it is as clearly defined as
certainly I would like it to be. I think they are grappling, I think it’s new and I think

they haven’t find the line yet-and I think that’s maybe the same in every area. I think all
of a sudden if-you’re.in a big centralised function I think people did certain functions
and I think it was different from the way it is now - the way I see it here is it is very _
much a management of personnel and it is a human resource for this division and I think

- that goes-through every aspect of the individual from what they need from the mundane .

upwards but [ think it is.still finding its feet — I don tthmk certamly it’s there still. I

- suppose I would be quite crltlcal if it.

T: So what lmpact do you feel 1t’s presence has had on you as a manager?

. L1: Well I thmk it’s Just that it may- be somethmg here in RTE I mean before we.

heardsof decentralisation I probably wasn’t as'a manager, I probably wasn’tias mvo]ved S
with Corporate HR as other-people would:have been — so thereforé.I'kind of camé ‘into". H
this role atithe start of decentralisation but'it hadn’t really- establlsl,ed itself - it’s: really
about three or, four years ago that I took on this role now: -(people. manager role): and ats
that, vtuge t was just @ HR team of two people so-that was really the'start of .. £

critical because I don’t quite think it has-found its niche. I think it’s still workmg on.- « e

that. . :

T: . -- What do you thmk they should be domg that they re not. domg or v1ce coe e
. versa" , . e ~

Ll :  Well yes and no :— but I think it’s.probably a clearer definition of what their -
actual roleis and I don’t know if that ‘has been spelled out-and especially from the kind
of work that I do I would rely on: them heavily in terms of feeding in the contracts,

looking for new staff or if there are issues with staff.: [ suppose it is a clear definition of

their role but I mean that could be as much my fault or the manager’s fault — T mean I
might have a perception of what HR should be — and because of my age group it could
be a very old fashioned way but I feel that as well as the-paper trail that we have to have
and I think that that can be standardised and simplified — that will just take time- that’s
just mechanisms for us to achieve what we want and I think we can get there on that.
To me if people have a HR issue, in terms of even their work environment or whatever,
I try to deal with it and then my next port.of call is HR and I believe it’s at that level
that they should nearly stop everything to make sure this issue is resolved — I am
horrified to say that I met one of my staff the other day and they were so so critical

- about how we have dealt with things — even in terms of recruitment and how we

approach people who aren’t successful and all of that sort of thing and probably it’s a
jolt if you hear on the :
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ground if you hear that staff feel they are not getting anything from HR — but then we
are demanding too you know.

T: What effect then do you think it has had on employees?

L1:  Idon’tknow in RTE whether there was a personal touch.as myself before 1
became a manager — As myself I don’t think I ever went to Personnel but maybe that’s
Just me because I would have seen other people use Personnel but it just would never
have dawned on me or I’d sort it out myself. - I think people do go to HR and do use it
and feel it’s important to go-to them :

T:. Do you think people feel limited now that they have to approach the same
HR team no matter what issue they wish to go on?

LI:- Idon’t know whether it impacts on them. I suppose quite honestly I fall into a
trap because someétimes I am the go between I think that people do come to-me and I try
and resolve something or people come to me and complain that there’s no.point in going
to HR but then again it’s not necessarily HR it’s just that the team certainly in HR, TV

-is relatively new and just hasn’t really come together yet and there’s been too:many .
‘zchanges. If there’s a fault'in'the changes it’s a fault that we haven’t actuauy find the

“~right combination for and it’s been about two and-a half years and that is- probably too : A

+‘long — and tv is not a huge division so I'm amazed:it has-taken so long. ‘On the other™" -. . - . &

--hand because of the introduction of all the new changes, with the introduction of =~ <%~ .. S

* PeopleSoft and all that went with that but just over the last.year or two things:that [ felt- %+ . . ;.3

~'should have been pushed by HR, even in terms of PeopleSoft; even in terms of the . 7 - 34 -
Annual Leave and TOIL, I.felt wasn’t followed through and I felt I was constantly - =~ ¢

.doing a lot of work that I felt HR should have been doing but again I think that’s just -

because the actual group here hasn’t gelled and yet what we’ve been-doing is that we’ve
been adding people all the time which maybe isn’t the solution but again I must admit I ;
am quite critical of the way it 1s at the minute: If we are looking for the balance we

need to look at what’s important in the HR department and we certainly had-a couple of

individuals who were a bit raw when they came from the centre and felt that Television

people were batty:and that wasn’t the way things should be done but in fact when they

-came over and saw thirigs for themselves they picked up and picked up very quickly and

very quickly saw themselves as a real resource for us here. And they were key even
though they were probably more in the junior area so therefore it makes me believe that
the right shake up would actually work and it can be beneficial. They may see
themselves as having a certain HR function, which they do but they can’t work on those
1ssues because they are constantly getting bogged down with queries from staff and
managers and all the other issues that go with that like can I bring somebody in, if I do
bring somebody in how long can I keep them? — those were things that we didn’t have
to worry about before where now T or it’s the same with everyone in programmes, they
have to go through HR with this information so I think the flow of HR information has
to work better — I think that is the bottom line — I think there’s a breakdown in the flow
of information and you know there is a big effort being made in HR especially since the
new staff came on board to make everyone aware of who they can go to but we’ll have
to wait and see where that’s going now!
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T: In an ideal situation then what do you feel the benefits of having a
decentralised HR team would be?

L1:  Ithink if you have a good HR team and if there was a sense that the HR team
was working and it was dynamic, particularly I’d say in the last few years when there

- have been so many changes — I’ve said this before in a lot of forms — particularly when

our-people were leaving, our own colleagues were leaving the organisation, and the
culture in RTE was that people stayed here for years and years and years and they -
retired out of RTE. Then'all of a sudden all of our colleagues were leaving RTE-and I
think that was a key time really for HR and for rehabilitation of those people that -
remained here, not of those that left, because it was the case that people were looking
around and everyday people were coming in and knocking on our door saying cheerio
and yet the people who were staying behind . were-left in this awful kind of vacuum that -
they didn’t know what was going to happen, they’d made the decision to stay and there
was no backup support and to me that was where HR should be absolutely dynamic but
then I would view that certainly there should be a place in HR for that kind. of welfare
area and-all of that (and I don’t believe in pandering to people and I’m actually quite -
straight when dealing with-people particularly-if [ felt people were swinging the'lead or

_people were expecting too much out of work — my- philosophy is that you come to work

* to:work-and if somebody has-an‘issue or something.that:then I certainly.think there .- e
.. should be at least one person who is experienced in this field and, whio is-also out-on, the : ’
.. ground that:know:the people — now I do that and employee s managers do-that so

5 Fe X

maybe that’s Where it should be - maybe it is,not HR:but I think-maybe. there-are Rt
occasions whére HR are supposed to have the expertise-and they ar¢ithe- people who,u SR T

T:: Maybe sometlmes an employee may want to go to someone who is a llttle blt
more disconnected from their job? !

- L1: Yes I think sometimes:for people it may. be difficult to discuss certain issues .

with their manager and I certainly think overthe last number of years that kind of - -

- person who would be identified as Welfare, or have that experience would have been.

very good and.I'think that would still be important. I think the departure of the Welfare .
person has been a big gap —1I myself have.dealt with-two people on two separate-issues
over the last twelve to elghteen months where I mean if there was a welfare officer,.or I
hasten to add if I felt I could have approached HR but maybe it’s a fault with me, I felt
that in my own experience I.felt I was.better able to talk the people through the
difficulties but I mean we were talkmg serious health difficulties but in a stress,
depression field.

[ didn’t feel I had the confidence to refer it to HR — but somebody like me, and maybe it
is wrong, I will try and deal with it if I felt I was getting somewhere. But if there was a
dedicated welfare person as was the case before.I would have gone to them if I had an

issue. I think staff need HR more now because of that stress that is there in the job now
— there’s less people workmg and people work harder and feel under pressure and if &
they feel under pressure and feel they are not being recognised — now that’s not to say g
that this should necessarily come from HR but there should be a sense that it’s a joint “.-"

exercise from line managers and HR.
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" various IBD’s of this World are dealing with thelr own areas-in.a. spec1ﬁc way and they’
"need HR .in-that partlcular wayand Wwhile.I think. HR can operateswithin each d;v151on‘
- separately and deal with the issues but ] still think that while we are divided up into

T4
T: What is your understanding of the role of Corporate HR?

L1: I would have to say that I probably don’t know much about what Corporate HR
do. I am assuming that the people over there now as well as managing the individual
IBD’s so there would be that liaison there so that people would meet and all that would
happen but that also emanating from Corporate HR is the policies and future HR
policies, IR on a bigger level. . .

T: So you wouldn’t really deal with or consult with Corporate HR as such?

L1l:  Well I meanI don’t really consult: with Corporate HR but if I did it’s mainly to
get advice on issues such as Health and Safety, or:Sick Leave so in relation to those
things — I am aware that it operates at a partlcular level. ‘Thatis probably the only time
that I would use them: :

: T:; S | don’t’know if you are aware of this but each of the individual
-decentralised HR teams have a dotted line reporting structure back into Corporate

HR / Dlrector of HR. Do you feel that dotted line is. necessary"

Ll No I think given the nature.of HR my 1mr11ed1ate reactlon would be no'l think
they should report back to Corporate HR because 1.think it-is.such:a key-area for-any. - .. -
company that I think itis: 1mportant because I. thmk the Managing Diréctors of the',

separate divisions'I still think as long as we remain the way we are which is as a public "3
service we still'remain RTE — 'mean I work for RTE and I would hope that everybody -
stil] feels we are’ ‘all working for the same company because if not and we were a -«3’5
separate company; I think from a financial and operational point of view we are a :
separate company and we:have to account:-for ourselves as a separate company but we- . -
are and we’re'not — we still count ourselves as part of the bigger picture but I think-it is’
good because I think HR is a very'specific area so I do think it is very important for

them to have.that intéraction with Corporate HR and I think also and I’m sure like

- everything — the snuatlons and issues that arise throughout the company that everyone is

aware of them.
T: I suppose Corporate HR need to ensure consistency in HR throughout
especially and from a legal point of view it can’t have people operating in different

ways throughout the organisation really.

LI:  Yeait would be different if you _Were definitely a completely separate company

" but when you have. other sections within one company — that is one of the issues-that we .

did have here is that one type of contract was given to someone in television and a
different type of contract was glven to them.in Radio and all that so I think we do need
that link back.
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T: Has your role has changed since decentralisation or devolution of HR
activities?

L1:  1don’t know if managers have taken on their full HR role really - I don’t know

if it was just because of decentralisation but maybe because of all the changes that have

taken place (downsizing) but never before would I have had to look and be very
conscious about contracts or engagements, contacting people to see if they are avallabIe
and then having to go through the paper trail that is required now and waiting for that to
come back from HR having been signed off on or not so for all of that certainly my
workload has increased. I mean it has increased in a different way — obviously with .
peoplesoft and that, and certainly the other managers in the area (Producers,

Commissioning Editors) - they have also taken on this role and it has been very difficult -
- for:them because obviously they. were people who were-more than likely recruited for

their editorial expertise and their knowledge of programming not in terms of
management skills as such and I think it has been a big b1g learning curve — agdin going. .
back to what we were talking about I think that isiwhere. HR is central to assisting these .
people. I.acknowledge that people need to learn and they have to be.able to take up

. these other tasks but really that is not their background so because now all of a sudden

they find that not only do they have to worry about ensuring audience ratings for the.-

. programmes but now they have-to.spend considerablé:time at a pc sanctioning annual i}
-leave,-everything, where before the priority.was programmes-and budgets-a little bit, but. . .
" now they are~_absolutely signing off'on;e\?erything and-this has beén a_huge,:huge ol oo

© - ¢ that'have not been approved because people don t 51gn 1nto their WOI‘kllStS - that S~
1500 -
. -and it may taking going out on the-floor and sitting with these people and that I think .+« -

where HR can be key for:support and for encouragement but there’s a way of domg it |

« = that it.is the invisibility of our - group at'the minute that I would be critical of. But maybe

1505 - -

1510

1515

1520

* that’s because I feel under pressure then because they all.come tome! - . ..

T: People feel a shlft of prlorltles for them now? .

Ll Welll mean there is but I actually thmk that it is very good - I mean I am in thls

organisation for the past twenty five years and I remember coming in and being quite -
taken aback: by the way people would put-in clainis for travel and subsistence -and being -
horrified by the way people could manipulate the system and nobody really ever Jooked
at it or when we would do out budgets — I just couldn’t believe it'and I’m not saying that
people were dishonest or anything but it was just wide open and I think it took a long
time to change — it was a different culture and a different time then I suppose. It is key
now that managers now do actually manage their area and I think it is essential that they
all work to achieve that tight management and I don’t think it’s that difficult once the

- mindset is changed and I think once they get into a pattern of how you deal with the
. extra paperwork etc. but it is extra work and for people who weren’t even computer
- literate and many of them weren’t so it was very very difficult but again that’s where
- you need the support from HR — only the other day we had to send a commissioning

editor, who I do get.on very well with, a blast of an email, because they were given-
clearance to bring someone in for a particular job for eight weeks and then there were
asked to do something else and something again-after that — and I thought we had
learned from this — you just cannot do that!! And
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these guys will say I’m sorry but it’s just that the person is really good and I try to tell
them that if they are that good just come and talk to HR about it and then we will see
what we can do — so you see you are battling.

T: So do you feel managers have received appropriate training and support for
the additional aspects of the job they are required to undertake now?

L1:  Tactually think that they have, but I think, like a number of them went on
courses in relation to Annual Leave and Sick Leave and they were thrilled — they
thought it was the greatest, but you know you come back and in the busy work
environment the way everything goes, you have to find the time to do it and then if you
haven’t done the training then it becomes a mountain to climb and you never get around
to it. But I think a big effort was made here to try and get everyone trained and to -
encourage everyone to use the system and I think we are getting there but it’s painful!!

T:. Managers are set specific objectives for the year — do you think that people

- management objectives should be set for individual managers so that becomes

more of a focus in their job? -

L1: 'Welkl I think it» should be*very clear that'you know when an area is being
managed properly because you cansee it and I think-that that.should be the objective:.
from a senior management-point-of view — that:you walk.into an area and know it is&:-
being managed properly. There’s:a‘good vibe coming out of it. people are happy, things

are getting done and I think in that svay certainly the managers have to be accountable: .. .
and if it ends up that some of the staff end up withforty days annual leave carried over .- :&
- from last year for example then I-think that’s a black mark and 1. think of course they -
- should be responsible for that. I think we need to look at that here — I am line manager

for different groups but yet when peop]e are working in a certain area they also fall. -
under the responsibility of the commissioning editor in that area— I’'m not sure 1f we
have got that right yet. : - :

T: Do you feel more empoweréd to do your job by having more responsibility

for the HR aspects of the:job-or do you feel you are domg work that really should
‘be carried out- by HR? .

L1: - »1 don’t know in my case if it’s that.clear —.do I feel more empowered? I suppose
some of the stuff I do, I think some of it could be done by HR but in some ways,
nobody since the change has come to me and said that [ am absolutely responsible for

the things that I do, in relation to the management of people. I mean I am line manager

for the Programme Department Assistants, Broadcast Co-Ordinators and Assistant
Producers and so therefore that is quite a big group of people and particularly for the

. BCO’s 1 would very much be the key person and there’s 28 of them, 23 AP’s but when

the AP’s would go to a particular area, for the time of their assignment they would be
managed by the Commissioning Editor but really they would come to me for most of
the things so in that respect it hasn’t really changed. :

I don’t think I would feel empowered doing all of the extra work because you just get
bogged down then but I mean it’s coming though — well | mean I certainly have much
more stuff to do now and I think that it is something that in time the HR in this IBD-

32




T4

could maybe look at and see if this is the best way of managing the work. Maybe we
1575  need to take a look and see what’s overlapping with HR and what’s not — all I want is to

know that if I have certain difficulties and [ refer them to HR I don’t want to see them

left on the long finger, with these issues that I refer they are not going to go away and it

needs to be sorted now — I don’t want an email to be passed from x to y to z.

But I will preface it by saying, in case I appear to be too negative, that I do think it can
1580  work — I just don’t think it’s working yet (hr)

T: Do you think though that this structure is more beneficial than the
previously centralised HR function that was in place.in the organisation"

1585 L1: TIthinkit absolutely could be more beneficial, I think it really has'to be but I
.think we all in TV have to learn about what HR ‘can do for us and I think because:we’ve
all had to.change and get used to new systems that we’ve both been caught in that
there’s a frustration with all the stuff that television-people had to do and waiting for |
A answers from above that probably one would say that'it has just taken too long-and I'd . -
1590 - - probably go back to my first point — I just:think over twoyears is just tco long and
hopefully now and maybe it may not be the same in other IBD’s but here it could be
much better. I don’t think thmgs have gelled for them SO maybe it’s time to take
another look at it-here. - - R : L
I think HR is-key and think it- should be v151ble And I thlnk itisa. very good 1dea :
1595 having it here and I think that is 1mportant and I think it:can work better But there has
.been a lot gomg on'in'tv so’l. suppose you have to give it t1me as. well RS

o _,,,
b 3 2 . . (8

T Overall do you. thmk this is a: more successful structure for RTE? - ool ey

1600 LI It’s hard to measure at this pomt in time. I think decentrahsatlon has given a. Cer TR
~:_focus to everybody and I think that.is important. I think certainly peoplein > = L‘ ':‘ o :

management and even people on the ground believe they are working for a smaller .= .o
group, that they are working for television IBD and they know that they have to. make
the best of this, that they are responsible and I think in most cases when given that

1605  responsibility most people up the ante - if you give people the opportunity you’ll find

: -most people are up for it. I think certainly from my workload, having IT available to
me etc is much better and the service has been much better as a resuit. I certainly think
that so all in all I think it has been a good move for RTE... it’s work in progress!

1610  Interview Ends.
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Transcript of Interview with L2

T: Are you aware of the changed structure in place in RTE?

L2:  Well my feeling is that all middle manager’s have been fully informed of the
break-up into different individual business divisions and am we are fully aware of it and
we understand that our own HR requirements have shifted from what was in the
corporaté centre to the individual hr IBD’s.

My own situation is funny because we’ve actually stayed central so we’re actually
dealing with people we are very familiar with which I think is-a great advantage to us-I
think.

T . And do you thmk this restructuring was. necessary for- RTE or why do you -

think it was necessary for them to restructure"

o L20 Greater management brains-than me ‘have taken'.this route. I do think that there

1630 -
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. 'was an onus on individual:areas to prove that they were viable and also that if there was

a greater focus in on them they actually had to prove.they were capable of sustaining -

themselves and making a profit and contributing to-the organisation as a.whole.. I think

as long as:the.organisation was.to'stay. as an individual group it would have beentoo . = =+ ©w
easy-for certain areas to relax knowing that they-would be-supported-by other areas. ...+ -+ .. <t
And I think this has been the generai structure in major. orgamsatlons across the globe R
Leads to greater accountab111ty Lot . O T FURT I SRR R )

R

e

N . . . ' . - ot i . L~
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-T: - 'Whe /what do .you think was the dnvmg force behmd this restructurmg" - s d

Do you think it came from the top" ' ' 7 , ST S

L2:. '1do féel it came from the to’p but I also feel it has beer influenced by how otlier--. L
organisations have done it. If we look at say the likes of Aer Rianta now:lookingat - . . =~ . %

- breaking up into-several individual units I think RTE is not so much a victim of a trend = -
‘but has been influenced by the fact that other organisations have done a similar exercise,
+ breaking divisions up into self sustaining units and if those unit$ can sustain themselves

- that’s where the power. lles Then agam 1f they do prove successful that’s fantastlc for -

them. It’s wonderful.

T: It brings back an awful lot of accountability into the smaller areas and
basically in this day and age if you don’t make a profit then you really are in
trouble. .

L2:  What is-the role of the decentralised HR team in your IBD now?

I don’t think that the function of HR as a whole has changed an awful lot from what it

was- I dealt with Corporate HR before the changeover, I’'m now dealing with them

again and I don’t really see a huge difference. I tend to use HR to advise me in the way

I’m going, to make sure what I am doing is correct and to make sure I don’t make any . w3
mistakes in the way I am approaching things. Very much guidance and I have had

excellent relationships with HR so far thank god! Hopefully it will continue that way!
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T: What effect do you think it has on employees in the line (limited or good to
have one point of contact?)

1665 L2:  Well there is the potential that people could feel limited particularly if for
arguments sake you don’t particularly get on with somebody in HR and that you don’t
have a huge range of people that you can actually go to — not even so much somebody
you don’t get on with but perhaps someone you may not feel particularly comfortable -
with or confident about or somebody that you can actually open up to if you have a

1670:-  particular problem and there is that sort of danger- but then you can’t have potentlally
twenty hr people in every IBD just to deal with.potential problems. Thereisa :
responsibility on the individual HR IBD’s to offer a range of comforts to people so that
they can come to them and open up to them for what ever reason they need to. So
-mean there:is that-potential but I. think that overall it’s a perfectly acceptable

1675  arrangement for employees

T: Are there particular areas that HR are involved in that you feel they
shouldn’t or do you feel they hinder you in:any way-in gettmg the day job done"

1680 L2: .Coming from an external background outside RTE, I found in commg into RTE -

- .that there was-huge time.delays in trying to achieve those sort of things. There are ::
aspects of récruitment particularly-that I found frustrating in-that I had to go throughs = =
five million channels to-try and achigve my goal and even though I knew that goal wzs:a
- perfectly reasonable one-and on the outside would have been done overnlght —50.th SEIN

1685  have been‘hindrances in'that way but what' actually happens is’ that senior managemen .
have to take-an overall plcture and-how my little piece fits into that picture is almost s ~. 5 .
irrelevant to them — it’s important to me but it’s almost irrelevant to them and they have T
to make a decision based on the overall picture that they want — unfortunately thenI -~ - = - .

- . . have to'bend with that but you know it’s up to me then asa manager to fit that bill and - :
1690. - make the very very best of that ST ‘

.T :t - ‘What do you feel is.the overall role of Corporate HR"

L2 Personally [ would see them as bemg a guldance role to the other d1v151ons and .

1695 that'if a problem arose in the other divisions that they would actually come to corporate -
HR and ask ‘how should I'do this” but corporate hr would be sort of an umbrella for the .
organisation in effect but that it also must give.me the service that I. need from a
corporate person but baswally sort of a guidance, to give directives where necessary and-
to lead where necessary — that is the view I would have of corporate HR.

1700

T:-  Big focus for them is to ensure there is consistency

L2:  Absolutely — On top of that as well Corporate HR have to ensure that all the
various IBD’s are actually achieving the standards they are supposed to be achieving

1705, and that the legislation that we do have is being 1mplemented right across the board not .
just in the centre.
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TS
T: Do you think Corporate HR adds value to the organisation.

L2:  YesIdo! I firmly believe it adds value to the organisation — I think you do have
to have a central HR division that guides and leads — I do think that is actually very
important. What would happen without it is that we’d all go off in various different
directions and that would actually lead to trouble further down the line at some point.

T: Has there been any major implications for.you since the changed structure?
Has it impacted on your role directly? -

L2:  Idon’t think it’s impacted on us greatly — we work in the services area —I often
wonder would it have an impact on the different scales that people would see
themselves in — At one stage my guys used to be on sort of a secretarial scale which we

don’t really have in services now anymore — these secretarial scales have now moved to -

other areas so it could be sort of slighter impacts that way — I think though now it is up
to every individual to be as flexible as they possibly can to achieve the end goals. And-
once you are being treated fairly and reasonably and with respect I think that’s ok you
know but that goes nght across the board — not Just for Corporate HR

T:h Managers are'set specific ob;ectlves that they strive to meet — Do you:think
HR activities should-be set as a specific objective for managers —i.e. that you have

. ;. a

. L2 Well I do I ve always presumed I’ve had a people management role apart from4
: the\obj ective of getting thé work done — I do lean on HR for advice — I wouldn’t claim. %%
-to be any expert - but where I do have complications I do come across them and try to - -

.~ get it right. As far as my own objectives I do strive to achleve them - I don t always
-achieve them but as far as p0551ble' RERE » ;

What angle do you want me to come at? (seeks clarification) Managing people is seen
as part of the job-but maybe the amount of time-managers need to dedicate to this isn’t
appreciated — taking away from the time avallable to dedicate to the end product 1e.

- . output. ' . :

- [ suppose you need to look at it from the angle are you a people manager orareyoua .
-production manager? The role of the manager is to manage the people to do the work. -

- and in that aspect yes there is sort of a hr involvement at really a micro level and that

you do end up managing people, you do end up managing people’s problems, you do
end up listening to people and to their problems and trying to accommodate their
problems and there are days when you are there as a shoulder to cry on.and then there
are other times when you are celebrating something so there are balances but it tends to
be the other way around slightly! You tend to get more of the-stress than you do of the
joy. It is probably an area that RTE could actually work on more with middle managers
and I’ve just completed a course where we’ve dealt with HR issues but mostly in

relation to law where you’re obliged to make sure the working time act is adhered to

and various other aspects. There is increasingly more and more admin work involved in
this role as with peoplesoft and trying to manage holiday leave and sickness absence
and all that sort of stuff. ‘So it has become more and more difficult
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and at times the focus can go away from the end product and back on to the person.
Also another aspect that I feel strongly about as well is that because RTE is reducing its
staff so much that managers are becoming more involved in the-operations end of things

-rather than managing people to do the job and I find that’s becoming difficult in my end

that I’m struggling to-get away. from the:operations end and to manage the people — I’'m
working harder at the moment. -

T: Other managers have mentioned that they are being pald to bea manager
but not getting the opportunity to be a manager? :

L2:  Yes that’s.very much the way we are in our place at the moment and what I’'m -

finding now or I’ve found myself in the situation and I have to deal with it, so what I’'m -
- doing now is trying to reorganise and restructure the way we actuallydo things to allow’
me to get back to the managerial role because there are other'projects thatI’m involved . .

in but ’'m not getting the time to put in to do them and because we’re in the service

- industry as well you are more or less as good as the last job you do — you.don’t like to

let people down and if someone-comes up with aicrisis you try and.achieve it.
Everything has a deadline and we do our best and luckily we don’t often fail — we don’t
have a bad reputation! . But we.can be the victim of our own abilities as-well because if

. you do it once you know-and what used to be:thezextraordinary is how the norm. : & -

~!'{"( -i '

L2:- 1 thmk that I m reasonably lucky because my manager is fairly proéresswe and Y

he has encouraged me to do courses and also an opportunity arose to do a'course

- through RTE. I also did a manager’s course externally-which is for newly appointed .~

managers:and-a similar course ran parallel that RTE ran and it was very, very interesting
to-compare both in fact. I got a huge benefit from the course and have implemented . .:

* some of the recommendations made on the course and this has been of great benefit:to -

me.. My own manager has encouraged me to go-on further and do-a degree course as

- well and it’s nice to feel that somebody else has that sort of faith in your ability which is

hugely encouraging and I think that 'cert‘ainly in my case I.respond well to that sort of -

- thing and I’m then I find that I’m encouraging my guys to do courses to try and up thelr
‘level of skills and I'm gettlng feedback from them and they are respondmg very, very

positively to this as well — that way it’s working out well.

With regard to specific HR skills. training I think most' managers would beneﬁt froma
certain level of training but I think that to put an onus or a weight on their shoulders
beyond that would be to detract from their main job which is production. So I mean
there’s a fine line really between where a manager’s responsibility with regard to HR -
end and where HR’s begins.
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T: And do you feel you are slowly taking on more of a HR role in your job or
do envisage this element of your job increasing over time?

L2:  There certainly is that potential and'I don’t know where that will go - wonder if
there is a strategy there to keep loading and loading on managers to see if they.can
ultimately get rid of people in HR.

T: Do you feel you have more information available to you now in relation to
your staff? '

- L2:  Well we kept fairly good records of absence, sick leave, all leave etc etc so that

information-was always available to us — I actually prefer having it on peoplesoft .
because there’s less likelihood of making a mistake - it’s easier and there’s less-case for

argument.. people can’t turn around then.and say I didn’t have this and I didn’t have

that — It’s there it’s recorded. 1 feel also people are less likely to abuse.this type of ..

_system when everything is so well recorded and well kept. Not saying that people did

ever abuse it but there’s less likelihood now. There could be a case though that people
really feel it’s a case of big brother watching over them now. I'don’t mind it-but I’d be

.interested to hear what other people s views were on people using it. [ only have a few -
péeople in my area so I don’t'mind taking;the time.tosinput the: m?onnatlontbutqf I had a -
;staff of 30 or 40-people or more I’'d probably be driven. demented Lot T

. ' .
2 . Y [ . .
N For 3 o T L

T-:' . Towrap up what do you think have been the advadtages and dlsadx antages

“ofthe-decentralised structure? - LT : Co T B

‘:‘ . . '..“ o A : ¥

L2 The advantages are'deﬁnitely that everybody ‘has to stand on their own two feet =
there is a greater focussing on what everyone’s specific objectives and goals are; there S
.a far ‘greater awareness of costs: - : a

The disadvantages are a lot.of the- support mechanisms that used to be-central are now"

- -having to be-expanded into all-the various areas because all areas now need their own.

HR, IT, Finance and all sort of other back up structures but overall I think it's beena -
good move, a positive move. I think the way I tend to look at this is if this wasmy-

‘company, if | was depending on the-euro-in my pocket from the profits of this ..

organisation made I would probably pick.a.structure similar to.this.and it’s sort of a
policy I use when I’'m viewing every aspect of work that I’'m doing and it’s a statement
I’ve made when people come to talk to me and they are asking me to do various things I
will ask them if this was your business would you do it this way and suddenly they look
at it from adifferent perspective! It’s a simple way of looking at things.

But I think that overall the advantages to the organisation are certainly that the

individual IBD’s have to stand on their own two feet and suddenly they are very, very

focused on their own requirements. That might be a disadvantage as well in that they
are so focused on their individual requirements and needs that they forget that are part
of an overall structure and one of the very interesting things that we’ve had on the
recent managers course was that we had managers from all over the organisation — there
were about twenty of us on the course and it was great to hear that people from other
parts of the organisation were faced with exactly the same sort of problems that I’'m
faced with on a day to day basis.. different product, similar problems. And the
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problems tend to be how do I get the most out of my staff and getting them to behave
responsibly and have a good work ethic and we’re all looking for the ideal person and
probably if we found them life would be so boring! 1 wouldn’t mind a bit of boredom
sometimes though! But that was very good to see. Afterwards I was thinking that we
1860  got so much feedback ourselves and so much information from each other that I felt that
it would be good to have some level of follow through on it — we’ve gotten a fair bit of
information that I have implemented some of and it’s been great for me. In casual
conversation with other managers I’ve been saying well have you had a chance — and-
they’re like well no not really and then I say well I have and it’s going great for me but I
1865  think it would have been interesting if we had set up a structure say three months after
that where that same group of twenty people got together again and say what-was your
experience of that and what was your expenence of this — that would have been
interesting to see. : :
As part of the external courses | read a book on Toyota and they would be seen as one
1870  of the world’s best producers and have the best production techniques of any company
; . in the world and every other major organisation is trying to copy their standards and .
-their ethics and one of the things that Toyota.do-is-that they say every grouping in the
- organisation is a constantly renewing experiment:and their experiment is that at the end
-~ -+ ofevery month they need to go.back to their managerand say ‘I’ve:found two new L
18751 ways of actually doing this better.” And then the manéiger s role is'thert tolook and-see - A b
. - are these two ways valid — can we implement them £ put.them in as: :aniexperiment and
if they work keep them and if they don’t bin them. And that’s what:they-do .. it’s just a -
constant strive to improve and i Improve. and improve.: [ mentioned: this. at the. managers T e
“ . course and I also mentioned.to my staff about Toyota but when I first mentloned itos .
1880 .. -them they looked at me like I had two heads but within two weeks two: of them had - 3,
- come back to me with-two separate suggestions.-— now-one-of them wasn’t fantastic but:. .- :
the other one was and we acted on it and-you know the rewards are coming back. Also = - ;..
the confidence is there now that if my-staff come up to-me I won’t just say.to.them 1t s S
not your position fo be suggesting changes... It’s simple stuff like that. ; C o X
1885.  One of the other HR type issues'we also learned was-in relation to feedback, positive? . -
- feedback. They gave-us:formulas that you can work by that can help you work through -
various difficult situations or difficult circumstances and.it’s probably management by .-
. formula which isn’t wonderful but sofne of the smaller things-are so simple that they:
.+ really work when dealing with a situation and téaching you to remain calm and having
1890 - respect for people regardless rather than just.losing the head. It also helps if you have - .
.. good staff which I feel 1do. ~ :

T:  So do you think this has been a nositive change for RTE?

1895 L2: Idol genuinely do. In fact it’s hard to ﬁnd negatives — my fear would be that if
one part of the organisation was not carrying its weight it would be shipped off or sold
off and then there is the potential for an absolute break-up of the organisation which
wouldn’t be great at all and overall all it’s been very good move for RTE.

1900,  Interview Ends
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Transcript of interview with L3

T: Are you aware of the current structure that is in place in RTE?
L3: Tamyes.
T: Why do you think this restructuring was necessary for RTE?

L3:  Well I mean there’s-all-sorts of reasons I suppose — at the time the organisation -
was going through a pretty difficult financial situation and there was a real imperative to
make substantial changes to the way RTE was run but also to be seen to be making
these changes and also there was the whole issue of the new licence fee, the need for all
structures to be more open than they were before and for people to have a much clearer
understanding of how the organisation was run so I mean it was a time of great change

. and this area was probably one of the more important ones, to reorganise the

organisation in such a.-way that everyone couldsee how things were run and who was

- responsible for what whereas before when it-was all one big corporate mass if you like

you never knew what part of the organisation was makmg money and what part of the

~ organisation was losmg money.
- T: Who was the driving force behindgthis? oo

L3: Idont honestly know because T mean I wouldn’t have been part of makmg that‘ Coe

de0151on I don’t believe that the driving force ‘was externzt I think it may-have beef i m
response to pressures from external but it was very much an Executive Board dec151on
that this was the way they were gomg ' - -
T:' - What do you feel the role of the decentralised team in your IBD is?

L3:  Well I suppose the real difference is that-before you dealt with one person in

~what was then the Personnel 'Department who might have been dealing with several

other areas so you weren’t dealing with somebody whose sole responsibility was this

.one business division and it meant that you didn’t have the follow through that you do-
~now, you didn’t have the people who fully understood exactly why we do things the. -
.way we do because our jobs all involve, well when I say us I mean the Managing

Editors, our jobs essentially are about editing and managing resources but there are all
kinds of areas that you drift in and out of such as Industrial Relations, HR issues,
managing staff, recruitment, legal issues, all kinds of things. It’s much better structured
now when you know who the person is and when the person is part of your division and
who takes responsibility for things that in the past were probably shared between two or

- three different people rather than having one person focussed on them.

T: Do you think that one person contact is a positive or negative thing for
employees?

L3:  OhI think it is definitely a positive thing- absolutely, there’s no doubt. It’s

much that you know who the person is and you can establish a relationship with that
person rather than not knowing who it’s going to be, it might be a different person

40




1950

1955

1960

1965

1970

1975 -

1980

1985

1950

1995

T6
each time, you have to re-explain the situation when you deal with a new person and
you might have reached an understanding with one person and the other person takes a
different view. [ think it is much better to have the one person contact.

T: And do you think it is clear in the IBD who the designated HR team for
News IBD are?

L3: I think so. Absolutely yea and obviously it’s a case that the longer it goes on the
more people will become clearer — people get used to it then. I suppose the real
difference in its simplest terms is that in the past if you had a problem you would have
raised it with Personnel whereas now you raise it w1th your HR team so there’s actually
a human person there to deal with it.

. T: What level of involvement should HR héve in managing News IBD — Do you

think they should be involved at the strategic Ievel or ]llSt be there as an

.administrative support for managers? - .

L3: Idon’treally have a view because part of the way that News is organised is that
there is a lot of overlapping of responsibilities anyway and a lot of these things evolve -
rather than being decided upon at the outset so I’ri'not really sure how you would
define a greater managerial role for HR — If you.were.saying to me specifically should
the HR person do the rosters — there’s.one half of:me that would say yes please because

it would take an awful administrative burden off:my shoulders but.in fact [ think nodt: -
_ because the rostering is very much:a part of the-¢ditorial process because you know who ,
is strong in what areas and also because we tend to be pretty hands on managers it is. ! ; g

important that we do thiose kind of things that have a direct impact on the programme:

T: What do you feel are the particular benefits of having a decentralised HR'
team?

L3:  It’s the point of contact.but it is.also the level of expertise that is built up in.that
you have somebody who is dealing on a regular basis with the issues that are.common
to the News Division so therefore they-have a greater understanding whereas in the old
regime you might have had someone who was used to dealing with totally different sets
of issues that say would arise in television where people are employed on a different:
basis and the whole way it is run is completely different from a newsroom. :

T: Do you think the decentralised structure is preferable to the previously
centralised structure?

L3:  Ido.Isuppose at the beginning I was kind of “wait and see’. But absolutely I
think it works much better. 1 don’t know whether it saves the organisation any money
because we now have three people which is quite a lot of people really so I don’t know
if you were doing an audit of the-organisation whether you could prove it has saved
money but [ think it has made for a much more efficient way of doing the business. *
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T: What is your understanding of the role of Corporate HR?

L3:  Frankly I am a little mystified — I know very little! I suppose that is one of the
effects of having a HR presence in the Division. That’s the person who I would have all .
my dealings with. I have frankly never met the Director of Human Resources —I don’t
even know what he looks like — I’m not saying he wasn’t doing a wonderful job butI -

never came across him which certainly in the old regime-you would have certainly

come across the Director of Personnel regularly.

| certainly haven t found that I have dealt with them at all — there are issues that straddle
all of the organisation like Health and Safety — you would meet the person who deals -
with that but by and large all your-dealings are with the local HR team.

T: -Alllof the decentralised HR'tea_m:sfdo have a dotted line reporting structure
back to Corporate HR — Do you feel tha‘t‘iline is necessary? :

L3:" . I know very little about it but yes I do feel it is necessary because otherwise [ .
suppose the downside for decentrahsatlon would be-that you could have totally different
experiences in different business d1v151ons . You cotlld have the Radio HR ‘team doing .

“things:in a complétely. differert way:to HR Ne ws and that would cause problems when

people 1neV1tably moved between the d1‘,1s1ons and encountered dlfferent structures tand N
different ways of dealing with:things:- So :yes there hasto be sofme: kmd ofa machme to

R - L
LeLrs

R _‘... g ;.,
1 [

T: What lmpact if any, has the changed structure had on you and. your role -

or would you see any change.at all?

L3: Not specifically HR moving into the News Division but the other changes have
certainly changed my:role a lot and to the detriment: When I first started in my role'I :

suppose the editorial side of the job would have been. about-60% of the work and the
-management side would have been.about 40 and they are now more than.reversed. But

still the most important part of the job-still is:the editorial — you have to make!sure that

-the output you are responsible is at the standard that gives News its reputation, that -

gives us listeners and earns us revenue. Now-all managers in News would say that they
spend far more time on management issues but it is not even serious management but -
it’s almost kind of petty administration — there’s so much to be done with peoplesoft

and all these things which frankly I cannot see the point of taking somebody who is on

‘the level that we are on and expecting them to do really low grade administrative work.

which takes up an awful lot of time. Firstly you come in in the morming and you might
spend an hour going through your worklist and that is an hour that isn’t spent on

. worrying about whether Morning Ireland got this story right or that story right or

whethet you’ve got enough-people to cover the President Bush visit or whatever it is. So
yea that has been a big change and I suppose it is inevitable because we’ve got fewer
people in the organisation and the work is being spread around the people who are left.
but there is a high level of what I would call low grade administrative work. But still it’s
the editorial aspect of the job that is the most important. The editorial aspects are what
you are going to be judged on at the
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end of the day, not whether you’ve recycled 400 PeopleSoft requests or whatever — it’s
2050  how well the output is performing.

T: -As a result of rolling out PeopleSoft do you feel you have more information
on your staff now?

2055 - L3: Idon’t,noIdon’t— I mean maybe in some ways the old fashioned systems may
have been better and I find I would always have known who was where and what they
were doing from the rosters but they’re now if you like duplicated by what is done on -
PeopleSoft so I don’t really think 1 know anything more about my staff — the only
exception to that is in terms of annual leave and sick leave where there is no doubt but

2060 we do know more than we would have before. I know we had a system there before but

I don’t know if anyone put all the bits together to see what they actually meant so I do

think you can now get a quick view on whether there’s a problem with somebody who’s

regularly sick-or you know whether people-have.built up enormous stacks of TOIL or

Annual Leave so that’s one area in which it is useful.

2065 : . , : : ,
T: What do you see as yoi‘erR role now as a result of decentrailisation" -
L3 Well the sort of HR i 1ssucs that would come through me: would be and that . =. : '~

doesn’t mean that‘they would bc dealt with me exclusively, they might well be shared * S
2070  with or passed.on to Head of HR News would be fairly obvious stuff, Industrial .- 33 R v
Relations issues, the holding of: 'Jcal ‘partnership meetings; dealing with. dlsc1plmaryu'
issues, personal problems; people mlght have or if these problems were affecting e, -0 25
people’s work - those kind of problems would come to me initially. They’d. 0bv1ously 2o
: be referred to HR to make sure one deals with them in the proper way but they would-be
2075  the main HR issues. I don’t know if you would consider things such as rostering and .
assigning staff and identifying talent, moving that talent along, moving peopleinto- +
;. different areas where you think it will be more beneficial for them or you think you will
get more out of them those kind of issues-which-are ongoing, they happen every single - -
¥ day and they are just part and parcel of what you do but I suppose you could call them:
2080 - HRuissues. . :

.
3=
P
S,
.
”»

T Do you think that the people management aspects of your ]ob should be set
as specific objectives for you?

2085 L3: It probably would be useful if they were actually defined for you. Again an
awful lot of what we do in the newsroom because of the nature of news is keeping the
engine going, it’s not really establishing targets and saying we are going to do seven
stories a day instead of six stories a day or say we-are going to have five headlines on

. the 6.01 instead of four. It’s not like that —it’s trying to find the best way of turning

2090  around the stories that are there so it is quite hard to identify targets but you do some -
things in programming like you might say you want to find more programming for P
young people or we want to find better ways of addressing regional issues — 1 mean :
those are specific targets that you can decide on.

2095
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T: Where does the HR aspects of your job figure on your list of priorities?
2100 ' :
~L3:  There are very important — one of the pleasures of the job is seeing people you
brought into the organisation, watching them develop, seeing them move into different
areas and acquire new skills and where they move on and seeing people enjoying their
job more and more and moving on.further and that’s presumably a HR issue but it is
2105  part and parcel of management and it’s part-and parcel of the job you find yourself
doing on-a daily basis and it is one of the most important things. At the end of the day -
the newsroom is a better place and we do. the job better if we have people who are more
skilled and who are more motivated by doing the job that they enjoy doing and by and
large most journalists like doing theirjob and the i issue is not to-try to get people to do
2110 more work because they want to do more work — it’s an ego thing, they want to get on-
- air and they want to hear their voice on the radio and see-their face on the television so
the issue is not to get them to do the work, the issue'is to get them to do the work-better,
more accurately, more comprehensivelv and then to make: the output stronger.

2115 T: Do you feel you’ve received: sufficnent training and support to carry out the
HR aspects of your role" '

L3: It s hard to answer that because 1 don t think 1-have.ever had any formal, trammg
o .on any.of those issues: :] suppose on the legal side, yes, as-that’s'part of being:a’ lod -
2120  journalisyou’d go to:various things afid: we:do have legalirefreshers,.which'l womd le,; :
o _~part.and pazcel of anyway . But in‘terms of the HR issuesT don’t think I'personally: 1EVEz LY
ever had any training but I.am.not-looking fot anything in particular. I think part-ofi 1tsls : ;
-the experience of being in the job'a long time and dealing with difficult issues and P
.getting them right and sometimes gettmg them wrong and learning from the ones where :
2125  you make the mistakes and moving on. We have’ periodic'management training whichI - *. .
+- -~ am not'that convinced is that useful quite frankly — I know it is-a couple of days out of -
the-office which is always healthy to make you thmk about the way..you do things. ButT -
am not sure at the end of the day that I would sit. down ‘at'the end of the day and say yea:
that-was a.great course and it taught mea, b and c.

o R AT .
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2130
T: Do you think you are adequately rewarded for taklng on the HR aspects of
your role? : :

. L3:  Ithink they would be very much part and parcel of the package and it is
2135  recognised as potentially one of the most difficult aspects of the job. Yea.

T: From your point of view what have been the advantages and disadvantages
for RTE of the decentralised structure? :

2140 L3: Well I mean we are different from the other IBD’s in that we don’t have a
- revenue stream so Radio and Television can now have a fair better idea of what they do .
and what money they earn and what kind of a business they’re running. We are not like
that, we have a service level agreement with both Radio and Television; we provide
services, we earn money. for the organisation but it doesn’t come into the Newsroom, it
2145  goes to either Radio or Television so in that sense you can’t look at the newsroom and
say that it is a business that earns ‘X’ amount of money or whatever.
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T6
But certainly it is better to have a reasonably autonomous division that you are more
responsible for because it is very easy when you are part of a big corporate structure to
sort of let things slip — and oh well somebody else will be sorting that out. But when
you are in charge of your own area and you know exactly where your parameters are
you have a much better idea of how things are run. Frankly the newsroom, rightly or
wrongly, was always pretty autonomous — we were always fairly separate as a division
so it hasn’t necessarily made that much difference in terms of the way the newsroom is
run on the floor. It has made a difference-having HR in the Newsroom and having
Finance in the Newsroom and I would see the two as being very similar. We certainly
have more financial information than we’ve had before and we have far more-régular
updates and we have a monthly look at our figures now so we can say ‘oops the casual
budget is getting a bit tight’ so at least at that stage you can.address it whereas before,
once a year you’d get some-kind of- ﬁnanmal statement when it was probably too late.to

: do anythmg about it-so on that level it is very useful.

T: Do you: think overall‘it’s .been'aA s’uccess for RTE —1 appreciate this hasn’t
been measured by the organisation but what is your impression?

L3: For RTE I»thmk it certainly has and for the newsroom I suspect it has had more . © R
of*an impact-iii other areas than it has had in the newsroom but I think overall ithas . : = .4

Interview ends
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.T i Do yow feel then that this was an. external solutlon proposed for our mternaL 3

T7
Transcript of Interview with C1

T: To what extent do you feel there has been a deliberate policy to devolve HR
Activities to the line?

C1: Ithink the policy was fairly deliberate. It certainly had been in the air for a while

so I think people at the top level were thinking about it and it certainly was thought

about for a long time before it actually happened. So I'd say it wasa falrly deliberate

strategy. - : -

T: Ok. And who do -you feel was the-driving force behind this restructuring?

‘C1:  I’m not quite sure but probably the Executlve Board would have drlven it you

know, in particular when the new people came on board — I’m not quite sure if that was .
before transformation or after transformation but certainly there are people there now,
the new DG, Cathal Goan, and the CFO, Director of‘Communications, people like. that
would have to some extent anyway, especially-the last two people who came in from'the
outside where I think they would have looked at an organisation that was highly
centralised and said that was a bad thing. And that it’s a-good thing to have .-
decentrallsatlon so'] think to a large extent.they would:have driven-it and- they got d“ :
...Transformation would have talked about flexibility.and.less people 3 you] “know.
domg, gettmg more:from less in other words, less people: domg more and better, wcrk‘so, '
it would haveibeen seen as a way to get: at that NN el e L ieh TG D

& - \ . . . e QR Ll
. R ST 5 *,.-'-.",

problem"
. Cl: Yea
T: So do you feel therefore the newcomers to'the organisatioo ioﬂilenced the

changed structure-of the organisation?

C1:  Yeal think the external people-always bring in different ideas and am it’s not
that this is a revolutionary idea; decentralisation, because it is out'there in the literature a
little bit and the business literature and other companies have done it as well so am yea
I’d say as well as the new people coming in and having this idea in their heads I think
there were external influences and transformation was a reaction to that. And also the
decentralisation I suppose-was a reaction to that. Like basically I think that the people

at the top would have seen and perhaps consultants and perhaps the government would
have seen RTE as a bureaucracy overloaded at the top, too many people in the centre
and not enough people making programmes, making the core product so that would
have become, if you like, an accepted truth and therefore people would have said in
order to break down the bureaucracy and get more people doing the real work of the -
business am we will discard the centre as much as we can or squash it down to as small
a unit as possible and that way we will achieve flexibility and better cost control. An
example of that is the training department as you know was literally done away with
raised to the ground and that was seen as a good thing.
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T: And how would you describe what has happened?

C1: 1think it has, well what has happened is that yea, decentralisation has occurred
to a good extent as you know, I don’t have to tell you, each IBD has its own HR
function so I think that has happened and that’s a fact am so in essence to answer your

- . question decentralisation to a large extent has occurred.

T:  What, from your pomt of view, have been the advantages and
disadvantages of this change.

Cl:  Welllet’s look at the advantages first. I think it has achieved flexibility and it -

has made each. IBD more conscious that it can make its own decisions within the overall

budgets set for them so that’s probably a:good thing and remember it’s not just HR that
was: devolved you know it was IT, Sales, Finance as well so in that scenario I think it
has been.a.good thing, sorry it has been an area where.people now believe they have

- more flexibility to act in a- more business like way and they can tailor local solutions to
Jocal problems-so 1 think that’s probably-a good thing. Am that s probably the
advantages.

The.disadvantages are not so much,; I just don’t know financially: whether it weighs up -
because am there are teams.in each:IBD so there may be:duplication goirig:on or’

triplication going onbecause there.are teams-in each IBD-and there are also,people in. .

-~ «the centre still so the costs — I don’t know if anyone has cver analysed it but L suspect’&
"2250:+

*hat the cost savmgs are not great the savings may be r1oze in ﬂex1b lity than in cost

iz .+ Just:now you mentloned the Corporate Centrt what is the current role of
‘Corporate HR? : :

C1: That’s unclear and that’s something that hasn’t-been worked out. I think it’s.::
unclear. Ithink we’ve had.... Since, except for one period when decentralisation was:
starting off just during transformation we had one director of HR who' then became
downgraded I suppose to Head of HR and then left and since then we had a person just
on contract if you like a consultant, that’s Tom and he has also left and so to that extent
I think the centre has been downgraded and I think it’s role is unclear and I think this-

needs to be worked out. - For the moment what it’s doing is-the regulatory stuff such as
Health and Safety and Pensions am some IR and some training and development that..

*can best be done from the centre such as management development. But I think the

J ury is out on that; the role seems to be unclear. -

T: And in relation to the HR Dlrector do you feel that should be one of their
main aims when they join the organisation — to bring a focus to the role of the HR
Centre? What should the new HR Director promote when they do come in?

‘In other words what do you think the focus of the HR Centre should be?

C1: I’m not sure because well I have my opinion but everybody will have their own
opinion on this- On the one hand there’s no point in having decentralisation and all the
costs involved in that if you always retain a heavy central core. On the other hand
there’s no point in having decentralisation if you lose the benefits of having a co-
ordinating role for the centre so I think it’s a question of trade offs and now you asked
me my opinion [ haven’t seen what’s going on and having had some
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“C1:- Twould have a.concern. -1 thmk some. polmes are easier.to: admmlster than
- others and apply than:others. For.instance Heaith:and Safety ‘people seem to. accept; bv

T7
experience of decentralisation to date I think there is a role for the centre I think the
centre should be small, core but I think there is a co-ordinating role to be done in the
centre, you know leaving aside the legal requirements and regulatory issues, there’s still
arole for for instance co-ordinating recruitment and how we recruit, our policies and
procedures on how we recruit; the overall direction of IR needs to be looked at because
the Unions are organisation wide, they don’t just live within IBD’s. Am training, that
can be best done from the centre and development, we’ve already said that, for instance
the performance development system is probably best administered and so on from the
centre but I knowthat’s beginning to fall apart'in the IBD’s people are beginning to
adopt their own systems. So in essence [ think there is a'role for a slimmed down centre

‘still the centre hasn’t died and looks like it won’t fade away and as far as I can tell I

think that i3 the feeling of the Director General as w¢ll.. He sees a role for the centre.
It’s an interesting point. It’s as if the.organisation doesn’t trust if [ can use that term,’
doesn’t trust the individual IBD’s totally to go their ownway and so they.still need a -

‘restraining hand on them now and agam and I would imagine that’s falrly common. out

there.

T: In saying that, in your opinion how consistently do you think policies have
been implemented throughout the orgamsatlon to date — would you have.a concern
about consistency? = . oo

.-e*‘~».4 P

and large organisation wide; people seem to go, niot totally biz.a good bit of the: way

- that management developmént.should be organ'satlon wide. For instance there’sa - .- s E‘" .

feeling that people have a lot-in common and can benefit from attending a trammg
course or moving around the organisation that.can develop people.. Performance .*:
Management and reward systems — well we haven’t been at this for long enough.but I:.- -
suspect there are anomalies arising that the centre will have to look at, at some stage and

. think there’s unevenness out there in how our reward bonuses and beneﬁts are’ applled -
.- I-suspect there’s a- breakdown there. o

- T And would.you feel then that there’s a. lack of control over. the decentralised

HR staff?

Cl: Well again.it’sﬂa qnestion of getting the balance right — I don’t think there’s a

lack of control over them but there’s always you know we no longer have the centre

“now so we no longer have that piéce of bureaucracy and we no longer have the centre-

having a huge amount of power simply because it’s so big and its always had that power
so I think the centre’s role is now. .. well it has to earn its pay so to speak so as
somebody who is based in the centre for instance if we don’t come up with good
management development policy. and implement that by formal training courses and so .
on then we don’t get the respect and don’t have the power so that sa change that has
coime-about. :
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T: And just if I could remain on the subject of the relationship between
centralised and decentralised HR - there is a dotted line reporting structure in
place — how strong do you feel that line is?

C1: 1think it’s strong in some ways and in some ways it’s not — Most of the IBD’s

~have a strong reporting relationship back to the centre. I think my experience has been
is that HR value the line that they have back into the centre but remember it-doesn’t just -

come through the centre, it comes to the centre-and it goes back out to-their colleagues-
in the line if you know what I mean so they can-talk to each other and they can discuss-
policies and get I suppose reassurance and validation that they are working in the right .
way and that they can share problems and experiences so I most of the HR value that
and think it’s'a useful dotted line: I certainly think that’s the case, I'm not so sure if the-
line managers in'the IBD’s value that dotted line as much there’s .a tension there I .

“*think.

T: And do you feel from your. posntlon bemg in the HR centre do you feel that
dotted line should-be stronger or weaker?

- Cl: -~ Tthinkit’s got'to‘ remain a dotted line for the moment anyway — I don’t think it
.should be a straight-line and I:think that’s a:good thing: - I.think strangely'though one of

the roles of the centre was to champlon the employees; reﬁ.rence Ulrlch isit? . it

1% 5 N , -
P N b ; I 1

C1: I thinK'that role is probably not.sQ V\ell performed now.out in nthe decent1 ahsed

. areas because there are possibly too clos¢ tc;management to be seen by-the employees -'; et
at times as being.independent I think there?s a role there for the centre as being.more -, - -3

independent and play an independent role. That’s something I didn’t-expect to see, I .

. didn’t notice happening initially but I think that has happe_'ned; : <
2355 -0 S | N . S T
T: - And do you think then that is again as a.result of the reporting structure to-

the IBD in the first instance and-then just.a -dotted line reporting back to central

. HR so decentralised HR feel a stronger pull towards management-in the IBD?

C1: - Yealdo which léads on to.another observation I’d make is that the -
decentralisation process hasled to-a more human resources approach-in the academic
sense to personnel matters than was the case-before. I think decentralisation has meant
that employees-are seen much more as part of the.economic resources of the

organisation whereas in the past when we had a strong central hr function ok certainly it-

was more-administrative and more bureaucratic but I think the central core could

. represent the employees more strongly than it does now, it could and it did whether that

was good or bad it was.a mute point. But that is an observation I'd make.

T: What issues if any do line HR refer back to the centre on and what issues if

any should they refer back on?
C1: 1think that’s a good question — I think they tend to refer back to the centre on
issues of IR for instance at the highest level because there is a certain expertise and a

memory, a folklore memory in the core still that they tend to make use of and IR tends

-T7
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to be a lonely pursuit at times so [ think it’s a natural move, it’s almost like gravity that
people come back to the centre to get some advice. That tends to be referred here.
Obviously then Health and Safety, Management Development that tends to get referred
here, Performance Management tends to get referred here. Obviously pensions and the
like gets referred back here. Sometimes then bullying and harassment issues will be
referred here because sometimes local management will be too close to deal with those
issues. So what doesn’t get referred back here often is, and what would have been dealt
with here in the past, is recruitment and selection tends to be autonomous, they do-it
themselves. Increments, pay rises and probation reviews, administrative things, they do
that themselves we:tend not.to be involved or concerned about that.

T: And do you think there’s anything that decentralised HR don’t refer back
on that really should be referred back to the centre or that the centre really should
be involved:in ? : : -

C1:  Well I think I mentioned before performance management — that’s not co-
ordinated as it should be in my opinion I think that the organisation has a lot to gain by
having a coherent and organisation wide policy on performance management because
one of the key strategies we’re trying to implement is to become a performance

- organisation, to have a.performance culture and [’m'not so sure-if we can do that if we
‘have an independent approach to: penormance management but that’s just what I think.

eow X "‘ &

T: Next sectlon 1 would llke to touch on is: the VIews of lme managers aad how .
- you-feel they’ve adopted hr actlvmes as part .of their: responsnblllty‘? : o
- So To what extent do you feel HR activities’ lz..ve been successfully devolved to ;the' .

hne‘) [, - (n,' oo : :

4L

C1: I think not very successfully —1I think the line has l)ee'n reltlctant ‘to take on hr
roles - they still see HR as belonging to HR not to them. And that’s it in a.nutshell.: I

think some roles they’ve had to take on out of necessity such.as peoplesoft, such as’ you et
know working on peoplesoft and inputting information into peoplesoft — they’ve-had.to .. = -~

do that and performance management to some extent: They’ve done that but that’s.
early days yet for both of those things so let’s put that caveat in there. But I know what.
comes back to me-from the line managers, from being involved-with them in'training
and-development is they do feel aggrieved, and.I know you will be talking to other

- people on this, but that they feel that a lot of their time'is now taken up with HR work;

as they see it-not béing their work and that their ‘real work’, as they see it is getting’

neglected. We did shake out, during Transformation a lot of administrative staff who

might have taken on this role and I think there is a longing to have'some administration. -
people taken back and I think that is somewhat-of an irresistible force. And I think that
will happen as we go on. I think we have possibly given some line managers too much
to do. And I think we need to look at that again, too much HR administration work to
do. :
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T7
T: And do you think for the work they’ve been expected to take on they’ve
received appropriate training and support?
2430
C1:  Well funny you should ask that but we did a survey, and they said that the most
line managers (just on the performance issues) have a reasonable understanding of the
system and have implemented it reasonably well but they do overwhelming say that
they require more training in the system and we 1ntend providing that now. Withina .
2435  couple of months.
They feel they have received enough tralnmg in the IT aspects of hr tralmng they are
happy that they know peoplesoft and they are happy that the know agresso but they
probably need more training and we did provide a lot of training for most managers well
a five day training course really and they were very interested in the legal aspects-of
2440  employment law.and disciplinary procedures and bullying and harassment, all of those
things. So even if there is'a not a hunger out there for those sort-of things by managers
there 1s certainly an appreciation of it when it’s offered to them. '

ST And:is somethmg that we antlclpate Wlll be rolled out to all managers that
2445 they’ll get th1s level of trammg"

Ct: Yes I thmk by the end of this progiamme we’ ll certainly have given, or at least: |

offered this training to all managers of people in the orgamsatlon That S probably L i
-about 100 managers. S AU Lo : TR L ;
2450 - . i R
T: . And also do you feel managers are rewarded for- takmg on HR EBAT
-responsibilities? A : : e
- Is reward used to encourage take up of these activities? . ek
2455 C1:  Under Transformation managers received payment for bemg more flexible and-- - - - ix
: so on-so monetarily they got rewarded for it but I certainly don’t think they feel they’ve - RS
been rewarded sufficiently for it — they feel it’s a burden'imposed on them. ‘They might. ' a
taccept it phllosophlcally that it’s a good a-thing to.do but I think they have a difficulty :
in taking this on in addition as they would._say_ to thelr real jOb
2460 . :

T: What activities do you spend most of yYour time on and do you feel this is
how your time is best spent" -

C1: 1 think personally speaking I’ve got to do more hlgh level work strangely
2465  enough which pleases me because I've stopped doing administration work which is
- good — Basically because these are the roles that are being done in the centre and I think
that’s a good role for the centre. When I say high level tasks I mean I did some work on . .
the management training and development programme -I further developed the policy
on designated.contact people — that’s in relation in bullying and harassment. I’ve also
2470  been involved in performance management organisation wide, so I have found good
satisfaction in that but talking to my HR colleagues out in the line I think they would
say, or at least most of them would say they have too much administration work to do
and they dislike that element — you know it’s not what they’ve trained for, it’s not what
they are qualified for, its not what they like doing but it seems to be never ending.
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T7
T: So do you feel when you move to the more generalist role you’re moving
away from the profession.

C1: That seems to be the case. When you think back to when the core was large it
worked as you might remember, well it seems funny now by having a row of offices
inhabited by personnel executives and outside of that sat a lot of secretarial or
administration people mainly females. So that’s how it was but it looks funny looking
back on it now but the administration work was largely carried out by administrative
staff not really done by the personnel executives. -But when we devolved a lot of the

‘clerical people left on packages and the executives were mostly devolved to the line but

also some of the administrative HR people who are studying and so on-and who are
ambitious to work in HR were also devolved whether they liked it or not and rather than
going up the ladder and doing more management type work or more-interesting type
work ended up doing more administrative work and that’s been an unfortunate
development from the point of view of the HR people That’s what I hear people saying
to me.anyway. :

T: Overall just to wrap up this interview in your oplmon has decentralisation
been a success or fallure for RTE?

C1. I have to say ’not trying to. a%/oid the question but I don’t think it’s a case of -~ - PR
either.success or failure I’d certainly think it’s happened — so to that extent it’s been a -
success you know if you like because it has been implemented.” I think it’s uneven: wI g R
think we need two things funnily énough'I think we do need a‘decentralised HR -+ -¥,.%"
function but we also.need to retain the core HR so if 1 could say the two things —. think-
we need both. And I don’t think its set in stone either — maybe when the organisation -~ =™
has gotten through it’s really tough times and it may be emerging just now — maybe a.

ey 2

comes around

.Interview ends :
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Transcript of Interview with C2

T: What is the current role of Corporate HR?

+ C2:  Well that is a very good question! (laughs) I suppose it is to maintain standards

and consistencies across the IBD’s. Well that is the aim — or where the focus should be.
T: And is that what the focus of your work would be on at present?
C2: No, I haven’t got enough time and also I just get caught up in day to day issues

and there are a lot of policy issues that haven’t been decided upon or resolved so it is -
very difficult to give people advice on thern then. I think there is no focus on what the

role is from a corporate point of view.

T: - So what would‘ you,feel you Spehd most of your time on — I have a list of
activities that I will call out and if you could indicate if you spend any, some or all
of your time on these activities.

T: HR Administration' .

c2: A bit,. not alot.

gl

PN . .
. . PRI . IR SN >
L. R RIS s -.‘4 PRI & T 3
: (R B CR

C2: - Not erough!

T-.': | Provndmg support to line managers

C2: Not enough as well bﬁt it _would still be an eleﬁlegt (‘>f}ny roie.'
T | Providing speéialist HR input t;) wi«ier‘busipess issues

C2:  Not majorly, no.

T: De’velopihg HR‘_strategy and policy

C2: Idon’tdevelopit but Ido try to push it.

T: Implementing HR policies : ‘
C2: I suppose on a day to day basis but just like everyone else would really.

T: Do you think this is how your time is best spent?

C2:  No I think c.orp‘orately we need to put more time irito actuaily looking at the
other IBD’s but to look at the policies and like say the big area I would say is
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compensation and look at how it is applied differently across the organisation because I
would say it is very different. That type of thing.

T: Now if I could touch on the dotted line reporting structure the decentralised
HR teams have back to Corporate HR — How strong do you think that line is at
present?

C2:  It’s not —I actually think some people in the decentralised HR teams like to have
it. It’s more of a reference point — we mightn’t always have the answer but then we can
go find the answer and-then at least then it is the corporate answer and it goes to all the
IBD’s. It’s not so much a reporting line, it’s more of an advisory role.

T: . And from your point of view, would you prefer that link to be strOnger.or
weaker? '

C2:  Stronger from the systems point of view because I don’t feel at present I have
the right to go in and check what people have done on the system but at the same: time I
am responsible for its accuracy. So if it’s not right it comes back to me.

‘

-1 think it should be:stronger also say for example when.we:look again at cOmperisaLion

and we see that managers are paying that they shouldn’t be paymg we should really be-.

able to say centrally-that it’s not on, end of story and that they can t JLlSt say we are ou o

1

own, IBD we canpay whatwe want. . R T R A S S

IR
. .

T: . Anddoyou feel that you have that level of mfluence to say« no, you N ~ Dy

shouldn’t be doing that?

C2: .Nol can‘check it and investigate it here but it needs to go to a higher level then" -
“to be acted on ~ I think that is wrong because it should:be able o be dealt with from thé -

centre but I think it will only-be:-heard if it goes up a level within the organisation. -
T: What issues, if any, do decentralised HR refer back to Corporate HR on?

C2: Aot of tax questions and clauses in relation to independent contractor and sole
trader contracts. ‘We get a lot of tax queries because that also links with corporate
Finance. Then.lots of queries on all aspects on HR issues, legal issues but it is kind of
policy issues in general.

T: -Is there a fear that some decentralised HR teams have or will ¢ 80 native’? -
Is there any way of minimising the |mpact of that happening.

C2: They have I suppo’se and I think that is because the decentralised teams got
conflicting information — in the beginning they were told to come back to get sign off
on a.number of issues and then they were being told they weren’t to refer back to the
centre at all so.they were very much led to believe they were to operate as a separate
function. There are different attitudes.now from everyone. on what should and should
not be referred back into the centre. So now no-one is really auditing what is going on.-
Now of course it is up to the Heads of each IBD to ensure the policies are
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+ Ithink the-ifformation sharing should be more formahsed because when it oesn’T " :
. ~happen things gét missed and there is.good discussion and debate on issties so it’s a pny

T8
enforced but it is hard to know if that is going on or not. Though there is a different
pressure on the decentralised HR teams because it is the Managing Director of the
particular IBD that is their boss at the end of the day.

T: And do you think that impacts negatively then on the level of influence you

can have over the teams?

C2:  Yea. Atthe end of the.day the person can turn around to us and say well my
boss is...... so that just highlights that the dotted line repomng structure isn treally

there, It s fiction really isn’t it.

T: Want to look at the whole area of Consnstency of HR pollcles across the
organisation

Cross Divisional commumcatlon and mformatlon sharmg how effectlve do you .
think it has been"

C2: It’s temble and I would say it’s awful because the plan we had was that the
Heads of HR - would have their meeting and that was then to filter down to therest of the
members of the HR teams.and that doesn’t.seem to have happened. We are starting -

- next week {0 have meetings in Corporate HR. But:at the minute the only way you ﬁnd
- out: Information is at coffee and if you don’t go. to:coffee you don’t find-3uti- You only'*
- have informal routes and so people really are losing out and therefore dealmg with -

things very différently. P N

it doesn’t filter down but alsoI feel there are'lots of issues out there that are constantly
bemg discussed but never finalised or agreed on.

T Who do you think should be settmg the agenda for HR or should there be,
~.do you think a clearer picture of what the role of Corporate HR should be?

C2: The role was never defined. At once stage when I was part of a decentralised
team (Teresa originally worked as a HR Generalist in TV IBD) it was felt that

-Corporate HR was eventually going to disappear and then it kind of swung back:that
Corporate HR should have some level of control over the teams but I think there is
~nothing in place to say what Corporate HR is about. I.think particularly in relation to -

training and development there should be one way that RTE applies to everyone trained
and there’s a strength in looking at things from a company wide perspective.

Also I notice that even the way one decentralised. HR team approaches an issue may not
be how another feels something should be done but at the end of the day they say
nothing because really their only concern is their own particular IBD. And it’s not
really for them to be contradicting others either.

T: How do you think Corporate HR can add value to the organisation?
C2:  Definitely looking at all the contracts again and the way contracts are issued

because we are all very unclear and on the guidelines we need to follow. There is a lack
of understanding on contracts now from a HR practitioners point of view and
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but that is their job and then they’re not willing to take responsibility for it — they aré.;

T8
there is also a lack of understanding from a manager’s point of view. Line Managers
have a habit of doing things and then HR having to take the blame when things go
wrong for them.

I would also like to have a complete re-look at the whole area of compensation and how
that is being dealt with and applied across the organisation

T: Do you think Corporate HR should be driving these type of issues?

C2:  Yes definitely. There are issues that have been going around the houses for a
long time and Corporate HR need to make a call on these issues. There are a lot of-
inconsistencies out there because of a lack of clarity on a whole range of issues but my
real gripe is in relation to the whole area of compensation and how it is being applied
inconsistently.

But I don’t think it is a case solely of Corporate HR not knowmg what their role is, I
think decentralised HR can lose sight of what their role is too because they come under
pressure. : :

T: . To what extent do you feel line managers have adopted HR actlvmes and e

.accepted them as part of their role? e - : b ATOR

C2;-,. Recently I would think no but that is because I am thinking of one aréa‘;- : 3
specifically because they won’t deal with any. local issues — they refer to HR on:

et "y i iaie

k"' i .. .;L{«.
everything. They can’t even do their day to day management stuf f without. refefrmg to b TRy
HR . But that is only one area to be honest with you. 1 know from the récent « i &7 0 B
.management training course that some managers expressed their unhappiness with .=

having to take on, as they.saw it, additional HR duties of approving leave, payments; etc; s

(XTI

respon31ble for their budgets, for their staff so it is their job‘but-because they need tosit

- in front of a computer to do it they see it as an administrative task and moan about the .

fact that they don’t have PA’s etc. The systems are in.place to help them not hinder. .

T: Do you think they have been glven sufficlent trammg and support to take
up this role? ' . r ; A

C2: HR.activities I would definitely say no. I mean there is nowhere for them to go as a
resource to get stuff, there’s nothing for them. Ok they can make a phonecall but they
should be able to get onto an intranet site — there should be a management information
system there that outlines the procedures for hiring staff , granting pay increases,
renewing contracts etc.. particularly for new managers coming in and there is no
induction training course. There’s nothing there to help them at all. I know the
decentralised IBD gives them a run down of their staff etc but it is very limited. A lot
of the things that happen in here is custom and practice.

I think managers would feel more comfortable if they had more information there —
even textbook stuff on how to do a review. People may come in from the private sector
where pay reviews happen just once a year so it may be a very different experience
coming in here and getting used to the practices.
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. - could shape things or do things differently - '
would say that'is for Corporate:HR as well and it.is mainly because of the time issue. -
-You get bogged down with all the constant administrative-issues whereas.if that was -

T8
T: Do you think HR has lost a degree of its specialism?

C2:  Yea, like who would you go to on a welfare issue now internally? Having
someone outside is just not the same now.

T: Do you think HR teams received sufficient training prior to moving to their
new decentralised role?

‘C2: . Wellif [ look at TV because that is'where I went. It was just learn it as you go
.along — you were mainly offered three courses and if you didn’t have IR experience

there was a nine day course in IBEC, or a.course in the IMI on Training and
Development — you had three coursés to pick from and that-was it: With us in TV,

severything was new and you were in the line at that stage and people were busier and -

there was a lot more pressure and you were basically trying to learn your role from
scratch and.then there was no time to do training.courses. You were just told you were

.moving and you were moving and you were to do everything and that was it. For

people who worked in one particular area only that-was a huge learning curve for
people

I thlnk there is a lot of duphcatlon in the role: today Everyone is runmng the same

_processes — it would be easier if you took the processmg out.of the IBD’s because you.-
spend most of the time sorting out issues-on the system’ and then the system’ 1sn t always g

right.. ' o S AT T BN UL T S P
‘ s : . D ,;_f;a;_,jz-.ru_;'..,.,3 Yt 1 f.',, .
' i-T P Do you:think HR need to move away from the day to day admmlstratlve
~tasks to taking on a more strategic role?. . . ' .

C2: ., I don’t think they are — we never stop and look at how'we do things or how-we. .+
it’s just about. moving the paper. AndI. -

moved back into central HR the focus of the decentrahsed teams could shift to the more

important issues.

T: Do you think there is a case then for moving some of the people back mto a
centralised function? » - :

.C2: 1 wouldn’t support.a full move back but maybe some of the functions or

processing or operational activities could move back to the centre. Sometimes you
wonder what is the point in 5 or 6 IBD’s doing the same work all the time. And
therefore the processes of course are being done dlfferently I don t know how things
are going to go.

Maybe we need to look at the work we’ve been involved in recently and question
whether we should be involved in them or not.
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T8
T: Do you think HR have a strong position within the organisation at the
minute?

C2:  No, I still think the whole issue of bringing people into the organisation is too
loose and managers get away with it and they think they can walk all over HR then and
they do so we really need to hold tight on the line.

I think the whole headcount issue is dragging us down and it’s not that black and white
but HR always get the blame and we were blamed for not being able to accurately
determine the number of employees and that wasn’t just an issue for us to take the
blame for. :

Also we are still very much an administrative function within the organisation.

HR now needs a real strong leader and HR really could make a 31gn1ﬁcant role for

. themselves.
T: bo you think then this-has Been a succeosful structure for RTE?
C2: Yesldo. .‘
T: What do you think are the advantagesu o . S C

4
C2:  An advantage for people in the line is tha* t}‘ey know who thelr HR is, that the o
can go to them and it is:more-open to staff than it was before and thien sometimes you- .

can diffuse a situation very early on if you have that contact. Also you are more clued R
in to the business and actually what’s going on in the IBD. I think on the whole it’s .": -

been an improvement but I think the decentralised teams are snowed under with

X

. administrative work and it is thankless work and you 1ceel it is never endmg And - 7
.- there’s no value-added. -

- T: - Any disadvantages?

C2:  Overall I don’t think we are upskilling as much as we should be.

You would really like to think we are pushing the agenda and that managers are feeling

that we are really pushing them but I don’t think we have a good name at the minute
and it is also because we are not an output area so we are never going to command that

level of respect. :

1 do think there is a problem that when you are in the line you do get sucked in to the
agenda of your boss or trying to meet managers expectations and then you can lose face
then when trying to comply with their needs instead of pushing your own agenda. But it
is a historical thing that we always complied with managers even if we didn’t agree with
what they were doing.

I really would look forward to the day though that HR are seen as a very dynamic
function and really effecting changes within the organisation.

Interview ends.
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T Updating your own HR knowledge PN Con T e

T9
Transcript of Interview with C3

T: What currently is the role of Corporate HR?

C3: The role of Corporate HR is to drive policy, to provide a full range of HR
services to the Corporate IBD which is all the various people who are out in the other
IBD’s, to ensure that there is consistency in HR, and whether that is Industrial
Relations, whether it is recruitment, throughout the IBD’s and in Corporate HR,

- probably to keep abreast of legislation, to manage the PeopleSoft system, to ensure the*

management of our HR filing system, to deal with performance review in relation to
managers in RTE and essentially in some cases to provide coaching and advice and to
manage other such things particularly Industrial Relations, the IRT (Industrial Relations
Tribunal) and these type of processes, to ensure the policy and procedures manual is
updated and that people are aware of it, to deal with sick leave issues, particularly long

~ term sick leave. To deal with the insurance policies and pension schemes for the

organisation. [’ve probably left out a few but generally speaking that is the role.
T: What activities, at the moment, would you spend most of your time on?
T: HR Administration

C3:  Verylittle -

- C3:-  Some time, through books artlcles that sort of thmg but probably mostly -

outside of work hours . -

-T: Providing support for line managers .

C3: Some of ﬁy time yea, maybe 5 to IO%

T: Providing advice and support to d‘ecentralised HR teams.
C3: A considerable arhount —30-35% of my time

T: Providing specialist HR input to wider business issues
C3: Yes I would. 5 to 10% maybe |

T: Developing HR strategy and policy

C3: | Yes again 5 to 10% at least

T: Implementing HR strategy and policy
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“implemented across the organisation since decentrallsatlon"

T9
C3: Yes again 10 - 15

T: Do you feel this is the best division of your time?

C3: Well I sometimes spend too much time on minutiae. I spend an awful lot of
time coaching, advising, answering queries, a lot of the time from HR people both in
Corporate and decentralised HR and indeed dealing with Senior Management. Often -
quasi- legal issues etc.

T: What do you thmk the main focus of Corporate HR should be?

C3: . Ithink it is focussing to some degree on what it should be doing. I think it
should perhaps be driving strategy a little bit more and maybe trying to link in on the
overall business of the organisation but the IBD’s tend to do.that themselves. It is really
to ensure that there is consistency -and that.the policy that we have is being adhered to .-
and being used consistently throughout the organisation. I think there are other projects
that we will get involved in from time to time. [ think mainly it is to provide the full
range of services, and also to provide guidance and to ensure we are moving forward.
In the IR front in particular we really have a leading role in relation to it — it is co-
ordinated and it’s lead from here ~the policy that we have, the approach that we have
and we ensure that'the processes are there-and Corporate HR must ensure there i§ .
consistency in the HR processes we have throughout the organisation - that includes. all

the processes around PeopleSoft and ensure there is consnstency 1n relatnon to that: ~ ,,C,

T: - Inyour opmlon how conswtently have HR policies and practlces been - e

C3: I would have concerns that there have been some inconsistencies in relation’ to
approaches to some aspects of HR. I think in relation to Industrial Relations matters I
don’t think there have been particular inconsistencies — this is mainly due to the fact that
there are only a few negotiators, and there are some drawbacks to this, and these - .
negotiators all work very closely with each other — they all worked side by side with
each other in the centre at one stage, they know each other and I talk to these people at
least once a day, sometimes more than once a day so they know what’s going on and
they come to each other and discuss issues with each other and this is very important
because the Labour Court once said that RTE is a family of grades and the IBD’s are
not totally independent of things so it is important that that consistency is there. That
doesn’t mean though that can’t be some little slippage here and there but people know
Also, other things that are centrally driven like pensions, there isn’t any room to have
inconsistencies there. :

But concerns would be about how people’s details are recorded on the PeopleSoft
system.

There is a lack of overseeing in relation to that but we may. be able to overcome that and
Corporate HR may need to take hold of that to a greater degree to ensure that it is
working properly.
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T9
Other areas, which I wouldn’t be as competent as others to deal with, but I would have a
sense that there is some inconsistencies in relation to the inputting of annual leave and
sick leave. I have a feeling in relation to sick leave that we are not getting the inputs —
it’s just not the same (The inputting of sick leave information was dealt with centrally
by HR until this year but has now been rolled out and is considered part of the line
managers role with HR only getting involved if the levels of absences become
concerning or problematic) as it used — we are going to run some reports and look at
that.. It’s just that we don’t know what we don’t have really.

In relation to.contracts and stuff like that I'am not so sure. I know that the Head of
Corporate HR has views on that — I think Corporate HR are looking at whether some of

the processing should be moved back under central control, perhaps as a shared services

section or something like that but maybe maybe there is a case for that. The more .

- people you have inputting into a system such as peoplesoft the greater the chance of

inconsistency. It just causes problems from that point of view.

- T: Cross divisional communication and information sharing between the

‘various HR teams — How effectlve do you feel that has been?

C3:  WellIthink it is an area that we should look at. I had suggested in the past that

we have more frequent meetings of the. HR:support staff evenif it was.only monthly -
Now they may meet informally through: coffee breaks etc. As you know there’sa i
Head’s of HR meetmg every week — that is very useful to know what’s going on and 9»._ :

what the current issues are and some cf that should filter down the HR support staff but.” - . W
I don’t know if it does — ‘don’t know if there are formal meetings of the decentralised - -,:z,;j;-. -

teams. There certainly hasn’t been one in Corporate but we have set our first meeting =~ =%
up for next week so we will be continuing on with that meeting into the future. Itis :- -

something that I have been trying to drlve for a while but that’s only w1th1n Corporate
:.,}{I( . . . .

I thmk perhaps there should be other meetmgs once a month or somethmg like that so -

-that issues that people are coming up against can be bounced off other people or experts
‘in the area. I attended a meeting on legal / employment legislation — that was really,

really worthwhile for all of the HR teams and it included people who were driving

policy to people who come up against issues on a day to day basis and we able to have a

really good discussion. I think it is very good to have these type of meetings from time.
to time.

- I think there is a need for better communication definitely.

T: Look at the Relationship between decentralised and Corporate HR
The dotted line reporting structure that exists between centralised and
decentralised HR ~How strong do you feel that line is at the minute?

C3:  Am, I think in many cases it is fairly strong. I think it is very important that it is
quite strong. I think in some IBD’s there may an attempt to deal with things in a
different way but I still think it is quite strong. It may need to be further strengthened
but generally speaking I think it is ok because we have the weekly Heads of HR
meetings so I mean that really focuses it in.
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- T:: -~ Whati isstes do decentrallsed HR tend to refer back to Corporate HR on""--

~C3:x They come to me on’issues: relatmg to’ managers legal type issues, pensmn

T9
T: Why do you think it needs to be a bit stronger?

C3: I think it is necessary so that we all can have a system of HR that is consistent
throughout the organisation bearing in the mind the fact that one has to deal with things
in a certain way in a particular area but generally in policy and strategy that youhave in
relation to HR you should be able to do that but people going on solo runs and creating
situations in areas — an area where there has been considerable inconsistency and I’m
sure Head of Corporate HR would agree with me .and we should be able to provide
factual evidence on this is the area of performance review for management in relation-to
the rewards that have gone hand in hand with this and there is one IBD. where I feel they
have been a little bit too generous. I feel this is something that will be raised at.a higher
level. -We do.know about the spread of manager’s salaries and that it might be an area
that needs to be looked into in the future, maybe we need something like a dedicated

-compensation and benefits manager, probably not on a full time basis though but it is

récognised that there ar¢ inconsistencies.in the levels at which different managers in
different-areas-should be paid: If we don’t have some level of consistericy in-these

processes the credibility ofithe thing will go and the really great value that is in them

will be discredited and then'they will fail. And we want to drill this down —I mean

performance review hasn’t been:drilled down at all yet to all other staff and we need to

try:and do that. It:is a very 1mportant area and:it’s a fact that inconsistencies could ruin . i :
the performance development system : B Y

Lot . .
.('4 ,"A -

."., S

issues, health insurance schemes, a wide 1 range of industrial relations i§sues, pollcy

‘issues, how to approach-a number of issues, issues relating to welfare or even in relatlon BRI

to difficult individual cases and‘then you might go-to a iumber-of different areas in . S
relation to that, -you might refer to Corporate HR, you might go to IBEC because ' ":“' i
sometnnes it’s good to talk to a. few people as it helps the. thlnklng process.’ o )

T . Is there anythmg Corporate HR can do asa body to minimise the 1mpact of
-HR teams gomg natlve as it were? : :

C3:. = One ofthe ways to minimise this is-to ensure that the Heads of HR meetings -

continue. On the Industrial Relations side we have IRT Process Meetings every month
so the HR people involved in IR attend those meetings. Sometimes, though not always
I call a pre meeting to see where we are, I don’t always-do this and it is something that
really should be happening. That will probably ensure that decentralised HR- don’t go
native on that and those are the ones that have serious. consequences because they can
really impact on the rest of the organisation. :

I suppose they have to go native-a bit to get themselves focussed on the business and its
particular need and going a little bit native isn’t too much harm anyway but having said
that we can’t have a situation where people go native in relation to processes,
PeopleSoft and things like that and that is why communication between all HR has to be
regular and formal — there is already a lot of informal communication through coffees
etc but not everyone is involved in those discussions then.
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demands that were put on them that were just too much and it ended: aup affecting themn
- -quite badly. ‘In one casé there were eighteen IR meetings.in one'week and all of ther

. of the HR Lxecutlve in the area. . R : : R S

T9
T: How do you feel line managers have adopted HR activities and included
them as part of their role as part and parcel of being a line manager?

C3: It is probable that you need to discuss this with the decentralised IBD’s to get a
better picture because they are much closer to it but I would feel they haven’t embraced
it that much. Maybe they have to a limited degree but let’s face it since 1997 they were
supposed to be doing these things but maybe now they are more focussed in on it and
maybe they understand the processes a little bit better now. Certainly those management
courses that have been I believe have been very very worthwhile and one of the areas
that there is very good feedback on is the legal section of the course. And there has
always been a-tendency by line managers in the past to shirk away from this area. Some
will take on HR roles more- readlly than others — it depends on the individual lme
manager. ~ :

* Managing and dealing w1th local issues.as they arise- that s what we-are-trying to get

them to do. We also ran a joint training course for shop stewards and line managers and
the aim was to try and get them to focus in on trying.to deal with issues locally on an

- informal and partnership ba51s without always havmg to get HR mvolved

!

When decentralisation first car_neabout-and just'the HR Executtves-had'moved to.the

line-a lot of the managers:thought ‘oh great here’s the HR. person, let’s.go to.them,

rather than dealing with:the-problem, go to the HR person’ and there were difficulties in' .
relation to that and particularly.the HR Executives ran into serious difficulties as the;%

should really have been- sorted out at local level and never been brought to the attentlon 2.

T: Do you.think-managersare now more aware that there are-certain HR -~ -

C3: 1 thlnk that based on some of the trammg that managers. do realise they do need
to take on these responsibilities but it.is.a bit-of a rubicon for:them to cross. Some of -
them will take on this role or will attempt to take it on but some.of them don’t doit very.
well. This is the problem and how much can you let them do it then! That’s'the worry.
1 think they do recognise though that if they are doing something they can run it by HR -

- and that it is important that'they dothat»kind of thing and that HR is there for them.

T: Do you feel then that managers have gotten sufficient training and support
to take on the role? ' :

C3:  Ithink managers have, I know we haven’t trained ali of them but we are

concentrating on ensuring all people managers get the training. I think it is a good

course and in fairness a lot of work has been put into getting this course up and running.
Use some real life examples of cases etc so it is interesting and it gives people a better
feel of things.
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: reallv Once you start spreading the thmg out you can get a b1t thm on the ground

: One uf the dlsab vantages and maybe thlS 1s _]US'[ because of the way that it. hus happened o
.-we'have a problem in relation to'Industrial Relations negotiators-in that.therz'is only: *

T9
T: What have been the advantages and disadvantages of decentralising the
function?

C3: The advantages of decentralising the function have probably been that they

have helped focus the IBD and.focus HR on the business of the IBD. It has allowed for

HR: to be nearer to the people, perhaps more accessible to the people because they are

located in the area and people can go to them and peoplé can deal with them and people

can get to know them better and from that point of view it is very good, whether it is

line manager or whether it’s the staff because then we are fulfilling the employee . S
champion role better then. ‘They can get focussed in on what things are about and get

closer to the business-and I suppose it tends it'bring them a little bit closer to being a

business partner, now how much it does is another matter. HR is not on the boards of

.the IBD’s and I have a view on that but I still think that they are tied into-the running of

the busmess

o

'Now the dlsadvantages probably have to do with thmgs hke the processes and the fact

that a group of people working together-on the same thing can hold a collection of
experience, knowledge and information and they can bounce off each other and this can

permeate throughout rather than having to ring around for the answers — I think youlose -~ = =
that sense of specialism and teamwork, camaraderie. You'also lose it in IR 'situations as « .. - ém o
well because people are no longer physically located together = it’s exactly:the same.. i, = g

l"% 2
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three really, maybe four but that isn’t her particular background specialism. ‘Before you

- -could divide this out and you had backup staff there to help outtoo. But now.that we .~ . | g
-have downsized so:much thereis no-oie there doing that so there is no-one learning the SRR 3
* .TOpes now really It is not a problem at the moment but-it.is a potential problem — ifex SRR

someone fell ill or left we would be stuck.. Now it’s not.inSurmountable but there is no’
solution jumping out at us at the minute. -We took a wrong approach:. to it really in that

~everyone had to bits of stuff but this has led to difficulties teally. There’s alot to be:

said- for letting people who are skilled at.doing particular jobs'to be able to do.particular-

-jobs and work their skills because that'is what they would have been recruited into the .

organisation for anyway rather than spreading around an array of work. But that is not

-necessarily tied in with decentralisation— it happened more because of downsizing and

we took a wrong type of approach and the chickens are coming home to roost on that
now. In some ways it is a waste of skills. And it is at moments like that that [ am glad
that I am still working in Corporate HR!

T: Now finally, overall for RTE do you think this has been a more successful
structure for RTE as opposed the previously centralised, bureaucratic structure?

C3: . 1 think in relation to Sales it should work well because it is very focussed, you

“can be very focussed on TV or Radio but I think that at the end of the day we have a

Commercial Director in TV, we have a Commercial Director in Radio, now I know at
the minute we have more fire power‘in TV but it allows the radio people to really
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focus on radio and treat it as a different product. Now whether there is economies of
scale I don’t know — or if there is something to be gained from bemg able to offer

3100  companies complete media deals
I mean at the end of the day we are still on the site, we are still the one company, we are
still the same organisation and we if we think we are all different little Republics then
we are wrong and there is a disadvantage there because together we can leverage
-advantage. But that doesn’t necessarily mean that you have to have a bureaucratic

3105 centre. It means that while recognising that they are decentralised units they have to
recognise that they need to work together as an orgamsatlon :

I don t really know about Technology I thlnk it’s klnd of okay

:3110.  Inrelation to HR 1 think that it is a matter‘ of seeing how it pans out. You may have
some changes and-you may have to pull somethings back.into the centre in order to
leverage the advantage — I am not sure how that will happen — I think you’ll find that a
little bit of that anyway but I think you.will always find a-HR presence locally and that

. is worthwhile but from:a process point of view, I’m not sure. I think what itthas shown
3115 since.decentralisation and a lot of downsizing is that really there is a need fo properly
fund HR and it was let go down too much. And there are difficulties-still especially in
relation to: development and-training; things like that. We-are very thin on the ground‘.i ’
but: mavbe we needed to go down to bring ourselves.back up-again: [ am; concemcd :
about.people getting bogged down in the-whole admlmstratlve :aspects, of the: Jo}' now

3120 We 11 just have to see how things pan out really Ce T R e B
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