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his article focuses on ways lo improve the
implementation of change in the human
resource function. It examines the need 1o
create an aggressive, action-oriented agenda

for change that goes beyond vision and vague initia-

tives. It defines three factors for transforming the
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human resources function in large multinational
corporations. The three factors are illustrated through
comparisons of the experiences of five large, successful
multinationals that applied them to varyving degrees in
their strategies to revitalize HRM. The article describes
numerous tactics for applying the three factors.



The Drive for Major Change in the

HR Function

For more than a decade, human resources man
agement has recognided the need to act as a
business partner o line leaders (Galbraith, 1992:
Ulrich et al., 1994; Martell & Carroll, 1995;
Conner & Ulrich, 1996). Many HR organizations
are discovering how difficult it is o implement
breakthrough ch
especially on o worldwide basis, The frony is dif-

re in the role of the function,

ficult 10 miss, given the pressing need for change-
management expertise 1o support continuous anmd
radical change in the business, It is clear that HR
leaders must demonstrate high degrees of change-
margigement skills to change themselves,

In this regard, Eichinger and Ulrich { 19%)
reported discouraging findings from interviews
with line executives: “Individual members of
the HR team are not strong enough or credible
enough personally, 1o help HR succeed, much less
the business.”

Many. if not most, large companies ine active-
ly engaged in campaigns 1o revitalize the human
resouree management function, Case studies in
companies like AT&ET (Conner & Winenberz,
1993), Mortel { Kochanski & Randall, 1994), and
Whirlpool North America (Kesler, 1995) have
outlined models for nuvigating a new course for
the function. Many companies are

pursuing a similar vision: 1o create
a partnership role, aimed at adding
greater value 1o the business, Bul
vision and reality remain miles apan
for many HR teams because of the
size of the challenge and the many
obstacles which lie in the path,
Many compa
the first and second phases of reengi-
neering the HR function. Mumenouws
practices have been outsourced, and

s have completed

human

some are now being brought back to
the inside of leading corporations in
shared-services centers. While there
have been breakthrough improve-
ments, the limits of reengineering and the
difficulties in implementation are now actively
thscussed in public conferences as well as
meetings inside mujor companies.

Summary Description of the Five
Companies

Five large, high-profile multinationals or major
divisions of multinationals (four American and
one German} in five different industries set out 1o

Many, if not

most, large

actively engaged

in campaigns

to revitalize the

aurce
management

function.

make major changes in the role that HRM
plays in making the businesses more competi
tive, While each of the five gave attention 1o
the three factors, they did so w varying levels
of effectiveness; and they utilized different
tactics, o varying levels of success,

At the onset of cach change infliative, execu-
tives in all of the case companies expressed
dissatisfaction with the extent of the value-adding
contribution of the HR organization. The driving
forces for change in these HR organizations
were similar 1o those identified by Andersen
Consulting and The Confercnce Board ( 19495)
in their research report on more than 300
COMRIRIES:

B Major changes in business stralegy reguine
significant shifts in competencies and culture.

B HR must make a more strategic contribution

B Major reengineering efforts across the
SINCHS Tequing more people strulegics,

In the case of two of the five comparison
companies, major restructuring of the CupTate
business lines and governance teams oceurred
while the HR transformations were underway,
Inn both cases, the significant progress in HR
renewal positioned the HR functions to panticipate
mezningfully in the larger corporate
change efforts (see Exhibit 1},

The five companies were in
the midst of significant changes in
strategy, structure, technology, and
resource deployment.

Top Brand, USA is a 55 hillion
marketer of packaged consumer
products 1o US, markets, with an
exceptionally strong worldwide
brand. When the COO of the corpo-
ration lounched o worldwide leaming

companies are

strafegy, the company created an
aggressive initistive 1o consolidate
the management teams of two prod-
uel divisions into a single USA unit,
The new vice president for human resources for
the consolidated team grasped the opportunity o
build on the larger reorganization and corporaie
leaming mitiative by demanding a compleiely
different role for the USA HR function, The change
process began with a change in job and organiza-
tion design, followed by competency assessment,
stafling changes and a development plan Tully
suppiried by the operating head for USA, The
new head of HR contracted bold expectations with
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[Metaca's] HR leadership
team worked together to
examine best practices
elsewhere, and then to
establish a collaborative
but aggressive change
effort.
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EXHIBIT I

Profiles of Five Comparison Companies

Core Business & Size | C5Fs Dirivers dor Change in HR
Top Brand, LISA consamer packaged poods | brand management corporale beaming &

5 hilllion division trade managensent cublure change mitiative

comsalmlaticn pogional openations

Chemco chemicals & fibcrs wiirldwide bogistic structure realignment of

57 hallion subsidiary bt cost company knbo worldwide

of European holiling selective differentiation | product units
Met-Tech petwork technology technology mansgement | need to manage high powih

33 mallion global division new product creation ] shifis im workdwide prescice

prosdict markeiing a

Metaco diversified consumer commodaty prices shilt in corporate partfolio

and mdustrial products new product creation strabegy towand higher-
_ - 57 billion global corporation it redsiction value-adding prodscts
Dieninan corsumer durables need for greater differen-| pew marketing strategy and peoduct
Franchise, Inc. 57 hillicn product group tiation in mature markets| line changes & downsizing

the USA president, including support for poten-
tially unpopular sctions, As the larger corporale
learning strategy was implemented, the USA HR
team was well prepared, in contrast to other
HE units i the corporation, to help drive the
rollout of the corporate change strategy.

Chemeco is a 57 billion regional business unit
of a major European chemical company sctively
shedding weaker businesses and realigning
itself imo several worldwide product groups.
The vice president for human resources
launched process design teams to reengineer
and outsource a number of highly administra-
tive, corporate work centers. He then introduced a
vision for an assertive business pariner role

for all HR professionals o follow, The initimives
were not connected in a clear, overarching
dhesign; and despite some song process improve-
ments, there was no actionable road map for
achieving the new vision. A year into the
pProcess, he recognized the problem and identi-
fied a consultant who helped bring together a
focused change strategy, The process quickly
gaincd momentum after an effective model and
road map for action were adopted. In the midst
of the change process, the larger holding com-
pany began a major restructuring of its 30
hillion global porfolio, While this created difficult
challenges for the council of HR vice presi-
dents who were managing the change in HR,
mementum was maintained, and the HR com-
munity played a strong role in the corporale
restruciuring as & result of the changes

it had made i its own expectations, moles,

and competencies.

Met-Tech is a top-tier provider of network sys-
tems on a worldwide scale. It has grown quickly
by competing largely on the busis of s technalo-
gy und market recognition. Then, it suddenly
faced the need 10 build organizational strengihs
in marketing and 1o respond 10 shifting customer
expectations in far-Mung markets, The HE lewd-
ership team worked together o examine best
practices elsewhere, and then to establish a col-
laborative but aggressive change effort, spurned
on by the vice president of human resources.

In less than one year they created a well-con-
ceived change strategy, then quickly designed
and implemented o new organization sureclune
and a new set of jobs, in addition w significam
changes in staffing. During that same period
of time, 60 incumbents were assessed against a
common competency model and reassigned 1o
newly defined roles, A series of action-learming
workshops was implemented, each involving line
partners and o serics of business suppon projects,

Metaco is a 55 billion worldwide diversified
mietal products company, headguartered in the
United States, Metico wok a different approach
to realigning its HRM function across its busi-
ness units. Like Chemco, it began with a new
vision, but it went further; the HR leadership
contracted a new role, in tangible tenms, with the
entire peneral management team. After this joint-
Iy derived mission was completed, utilizong a
conceptual model, Metaco set about the task
of defining and reengineering the processes and
systems that would be required 1o deliver the
newly contracted mission. Afier the new process
and systems architecture were designed, road




map in hand, the HR team assessed all staff against
i new sel of competencies that would be required
iy manage the evolving processes and the new

mission, But HR revitalization at Metsco was too
analytical, too cautious, and too slow, By mid-

1997 the corporate business portfolio review and
char

¢ process were upon them and there was
toy little change in the HR organization for the
function to participate as a major force,

Dominant Franchise, Inc. (DFI) 15 a 55 hillion
MNorth American subsidiary of a larger multing-
tional marketer of consumer durables. DFI
developed a creative process for contracting a
new role with the line organization of the com-
pany. The process included & model for reaching

a joim agreement on the mission, which led wo

the definition of a st of new HR competencies.
[he incumbents in the function were assessed
by internal clients against the competencies, and
developmental plans created to upgrade the col-
lective know-how of HEM. The change process
produced heightened expectations from the line
organization, as well as the 125-sirong HR-pro
fessional community, and the role of many HR
il grew
d the end of the sec-

professionals began 1o change, Howeve

increasingly difficult tow.
ond year to shift the encrgy and resources from
the old, labor-intensive administrative work to
the newer, business-partnering roles, Nearly 1w
und a hall years after the change process had
begun and after considerable momentum was
lost, DFT lounched process reenginecring reams
to gradually redesign HR work across the corpo
ration. (Forunately, the European
company a1t DFL leamed from the
mistakes of North America, and initi-
ated a far more active, less cautious
approach to pan-European change. )

Three Factors for Driving
Change
The Corporate Leadership Council
(1995, in s exhausove study of HE
transformation efforts among its many
member companies, has argued that
HR executives must overcome “the
vagueness of vision” if they are o
achieve breakthrough change in the role of the
function. It is crtical, the repont argued, o creare
a clear and tangible blueprint for change, imple-
mented over a sustained period of nme.

The authors of this paper have actively exper-
mented, over the past five vears, with just such a

It is critical,...
+-t0 create a clear
and tangible blue-
print for change,

implemented over

a sustained period

of time.

blueprint in our work with five large multination-
als that seek 1o transform the role of HR. Some

of these companies have made more progress . P
h ek : e I.I {,5 > +
than others. Close examination of the experi- ,{: 5.,-- 1(1
ences of each highlights three factors that lead p. Ao
o effective change in the HR organization: = |
- P

1. The added-valee proposition must be clearly
defined for the business — and should guide the
overall change process. b

2. Four design tracks should be planned and
executed;

a. Contract a new vision/mission
b, Redesign work processes
¢. Redesign jobs and organization structure

d. Build new competencies

3. A road map for change is needed o wm the
stralegy into g set of action items that can be car-
ried out by a large number of line and HR people
who hiave o stake in the outcome,

Leaming to transform the function is a magor
step toward supporting the transformation of the
business. Each of the three factors is examined by

comparing the experiences of the five companies,

|.The Added-value Proposition

Kesler (1995) has defined a model that highlights
the need 1o force a critical look o1 HR work,
not only in terms of processes and how well
they are performed, but in terms of a second
dimension that determines o what extent process

T ——— excellence is likely 1o add economic

value for a given business,

The “HR grid” includes process
effectiveness on one dimension and
six value-creating behaviors on the
second dimension of a matris. The
moddel assists leaders to set a wough-
minded definition of parinering,
focusing on three performance
behaviors (on the left-side of the
grid) which generate higher value
than the three on the right - for any
of the HR practices against which
they are applied.

The model provides a means for HR and line
MUANIEETs 1o contract a new mission, with a high-
Iy operational defimition of “business partnering”™
that fits the business stregy. In the five companics
we will examine, the HE grid provides a stralegy
framework for designing new organization struc-
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