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HR Service Review
1. Executive Summary
This report is a product of a review of the HR function of the Goldsmiths, University of London.  The review was commissioned by Mr Chris Pearson, Director of Human Resources, in May 2007 to report in August 2007.

1.1. Methodology

The review was conducted by consulting as widely as possible with relevant stakeholders and undertaking appropriate research to establish both the desired future state of the HR function and the current state.  A diagnosis was then conducted and an analysis undertaken of the gap between the two states.  The resulting summary was used as the basis for designing a recommended programme of change to enable the organisation to develop the State B model for HR.

The diagnosis was that in our view, the current state of HR within Goldsmiths is symptomatic of an organisation that has begun to make the transition from a traditional personnel and training administrative function to a more strategic HR function.  The gap analysis highlighted several specific areas:
1.2. Diagnosis
· Policies and procedures – many are out-of-date, not aligned to current legislation, unclear and not well communicated;

· Recruitment – the current service is resource intensive and not meeting the needs and expectations of all customers.  Cost of recruitment in Goldsmiths is 33% higher than the average costs within the HE sector (Source: HE Benchmarker Survey 2006);

· Pay and benefits – the HERA project continues to concern staff and increases the headcount and costs of the HR function when compared against other HEs.  The transfer of information between HR and Finance was identified as a bottleneck and potential for errors to occur;

· Performance management – HR’s role in performance management is largely reactive with the number of cases increasing by 100% in the past year;

· Staff development – a service area where improvements were regularly reported with staff recognising and valuing the customer focused approach;

· Data management – the HR database has not been exploited and management information is limited and not always accurate; 

· HR Staff – whilst it is recognised that the team want to do a good job, they are hindered by the high levels of administration, committee involvement and case work.  High staff turnover, due to temporary contracts and extended leave, has a negative impact on the Goldsmiths-specific knowledge base of the team.
· Communications – With the exception of a few individuals within the team, HR is not seen as customer facing.  The glass screen at HR reception in the Whitehead Building is a tangible example of a widely-held view that the majority of the HR team are distanced from the rest of the college.  

· Working environment - the layout of the main HR office is unwelcoming and not fit for purpose.  “Silo” working is exacerbated by teams being located across the campus. 
· Role – the role of HR is not particularly strategic and the function is more an administrative and reactive than a business partner;
The HR team were previously aware of many of these issues and have already started to address several areas.  

1.3. Benchmarking

Research was undertaken to identify alternative, comparative and best practices within HR and Development functions in similar organisations, and also to research current trends and findings in HR practice.  Searches were undertaken via the internet, the CIPD, international and UK journals, reports and surveys.

Personal interviews were also conducted with functional heads of Higher Education organisations to explore:

· Extent of service provided

· Ratio of HR staff to organisation size or transaction volumes, eg staff turnover, temporary staff, secondments etc

· HR information systems and their use 

· Organisational design of HR operation and distribution of work

· Key trends
1.3.1. Staff ratios

Headcount comparisons taken from HE Benchmarker Survey 2006 and interviews with other HEs show that Goldsmiths is currently above average HR staffing levels at 1:72 compared with HE average of 1:90.  It should however be stressed that these figures can easily be misconstrued; in that they do not allow for transactional volumes, regionalisation of staff and scope of service provided, including the extent of people management activity undertaken by line management.

It also worth highlighting that the Goldsmiths ratio is negatively impacted by the HERA project which currently employs 5 staff.  This is a temporary increase in headcount.

1.4. Desired state

It was confirmed by all consulted that Goldsmiths is looking for a proactive, professional HR service, challenging and supporting the College to achieve best and innovative practices in people management.  

Various models were explored and it was agreed that the ultimate objective was to move towards the delivery of Human Capital Management, whereby HR delivers a comprehensive strategy, impacting on all parts of Goldsmiths to enable staff to fulfil their potential in delivering the aims and objectives of the College.  Achievement of this will deliver:

· development focused on organisational culture and self fulfilment;

· HR strategy and approaches integrated within the business, providing challenge, visionary and longer term perspectives; 
· performance management focused on the individual staff members;

· sophisticated KPI’s and service measures developed to deliver continuous improvements;
· value creation through identification and implementation of creative people management solutions;
In order for this to be possible robust and fit for purpose policies, procedures and employee support services are essential to provide organisational confidence and release HR team members from the routine, transactional processing in order to work at a more strategic and influential level.  The re-focusing of HR effort into value added activities can be mapped as follows:
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1.5. Transformation plan

The report recommendations are based on the primary assumption that Goldsmiths both needs and is prepared to undertake a change project to address the gaps identified between the current and desired state for HR.   

The scale of the challenge and effort required to achieve each of the major aspects of change was considered against the perceived benefit to the organisation, so identifying a prioritised approach: 

· quick wins –requiring little more than decision and immediate straightforward action, 

· early wins – achievable within 3 to 6 months and usually requiring dedicated resource, and 

· longer term objectives in the ongoing transformation.

The resulting prioritised approach recommends starting with reviews of some of the more pressing process issues, such as recruitment and people management responsibilities, which will provide a solid foundation upon which to address the more challenging objectives.  It is recommended that each aspect of change is approached as a specific, finite, managed project which has:

· clear and realistic objectives

· a project plan with a fixed duration

· a dedicated project manager

· appropriate, allocated resources.

1.6. Fundamental decisions

Whilst reviewing existing working practices and procedures and prioritising resource utilisation will release some time for HR staff to work towards the desired state, there are strategic decisions that rest outside of the direct control of the HR function which need to be addressed.

1.6.1. Departmental People Management responsibilities

There are currently broad discrepancies in the amount of people management activities undertaken by departments in Goldsmiths.  Several Heads of Department and Administrators have indicated a willingness to undertake greater responsibility for people management in their departments.  This is not shared by all, particularly some academic Heads of Department.  A consistent approach to enabling and supporting departments to manage their staff would reduce the transactional and reactive nature of the HR workload.  Greater accountability of departmental heads in relation to their staff would focus attention on the cost savings to be achieved through effective people management.  Goldsmiths currently lose 33% more working days through staff absence than the average across HE; staff turnover is 3.4% higher than HE average.  All of these provide opportunities for cost savings.

Numerous studies have proved the positive link between high staff engagement and increased performance, eg. engaged employees are 43% more productive than disengaged ones: Hay Group 2001 -Engaged Employees Boost Performance.  This engagement is only achieved through effective line management, not by delegating this to an HR function.  See also CIPD annual survey report 2006 – How engaged are British employees?
An early decision regarding the people management activities for which Departmental Heads are to be held accountable will have a significant impact on the HR transformation plan and its effectiveness. 

1.6.2. Committee involvement

The HR team currently support or attend over 29 committees per annum.  Benchmarking has shown that HR in other Universities and Colleges does not service nearly as many committees; in fact one university consulted has abolished the committee system entirely and has moved to a more corporate form of governance.

A review of the purpose of all Committees and recommendations to reduce the extent of HR involvement in committees would have a positive impact on releasing HR team members’ time.

1.6.3. Invest to save

Whilst the above 2 decisions could result in a reduction of HR workload, enabling change will initially require dedicated resources at a fairly senior level.  Achieving a strategic, challenging and partnering HR operation will inevitably require a shift towards more senior HR practitioners and a reduction in junior staff.  Whilst the headcount should decrease, salary costs may increase.  Any increase in salary costs should be more than compensated for by the realising abovementioned opportunities for HR to add value by addressing recruitment, staff turnover and absence

1.7. Delivering change

A structured planned approach towards the transformation programme is essential for success.  Interest and expectations of the programme have already been raised across Goldsmiths and an effective communication strategy is required.  The HR team have been engaged with and supportive of the consultation process, their continuing involvement and the provision of support for both the team and individuals to acquire the skills and knowledge necessary for future success should be a key priority during the change programme.  It is recommended that consideration be given to acquiring the services of a team coach who has HR expertise and is able to share best practice and external perspectives whilst coaching individuals and the team in support of moving towards new ways of working and thinking.

2. The Review approach

2.1. Scope

BASIS LIMITED was contracted by Chris Pearson, HR Director of Goldsmiths, University of London, to undertake a full review of the Human Resource service delivery to achieve the following:

· to evaluate the efficiency and effectiveness of the current operation, (benchmarked where possible against other organisations of similar size, sector, type of workforce, etc.);

· to consider how the HR function ensures that it is best placed to serve the business needs of the organisation now and in the future;

· to review all HR functions performed by the HR team, departmental managers and individuals;

· to examine the appropriate “balance” of responsibilities for HR management between HR and departmental managers;

· identification of opportunities to develop the relationship between HR and Payroll functions;

· to consider whether there are more effective alternative arrangements, including joint ventures, outsourcing, shared services, reviewing existing contracts and making better use of the market place.

The Review provides an important foundation for revisiting the longer term HR “vision” and Strategy, to include:

· working proactively and professionally, in partnership with managers in the business (avoiding problems rather than solving crises);

· having clearer contractual boundaries with the business (i.e. mutual and shared expectations about what services will be provided by HR);

· performing more “higher value” roles and fewer “low value” transaction processing tasks;

· streamlined HR business processes;

· effective HR information systems and meaningful management information;

· adopting best practice from colleagues across similar organisations
· Transferring knowledge and skills to line managers to enable them to become better people and performance managers
The products from this review will provide the basis for a change programme to implement this longer term vision and strategy.
2.2. Method

Our approach to the review was to design a consultative process that took into account a wide range of stakeholder views and that was informed by appropriate research.  The review was conducted in distinct phases, with each phase including validation of the emerging findings with the project team.
Our methodology for the review was to start by considering what the desired state for HR was across the organisation.  We refer to this as “State B”.  We then reviewed the current state (“State A”) in order to diagnose those areas where there was a gap between the desired and current service.  An analysis of the gaps, combined with research and expert knowledge, was then used as a basis for making recommendations for changes.

2.2.1. Consultation and Research
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The methods used to develop both State B and State A involved consultation with as many stakeholders as appropriate within the time available.  The intention was to get the widest possible set of differing stakeholder views, which we then combined with comparator research and our professional HR experience to produce an overall Desired State and a comprehensive view of the current situation.  Summaries were produced using mind map techniques.

2.2.2. Diagnosis

The two states were then reviewed and an analysis was conducted by reviewing each part of the State B model to identify if there was a gap between the desired and current states.  The gaps were then rated in simple terms using the intuitive assessment of applying a Red, Amber or Green status to each part of the State B model. 

The final part of the Diagnosis was to take each of the parts of the State B model that had been assessed as Red and to classify them broadly by ease of change and potential benefit.  This provided a means of prioritising potential changes and provided the basis for recommendations.

2.2.3. Blueprint

The blueprint phase involved pulling together the potential changes identified, the priorities, research outcomes and our professional judgement to form the basis for a suggested change programme.  A model of change was developed and presented to the HR Project Board for review and comment before being developed as a change plan and recommendations contained within this report.

2.3. Drivers for Change

As part of the initiation of the review we considered the drivers behind the review as well as those factors that might constrain any proposed change.  We did this using a simple Force Field approach, listing the drivers and constraints on opposing sides of the project.  This analysis was reviewed with stakeholders and the Project Board to identify means to harness the drivers and overcome constraints.  The graphical summary is included below.  The key purpose of this analysis was to provide a level of reassurance that the driving forces were greater than the constraints.  
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3. Desired state for Goldsmiths HR function

The following are the outcomes from consultation with stakeholders of the HR function.

A total of 64 stakeholders were consulted, 13 in one-to-one interviews and the remainder as a series of 13 focus groups.  Stakeholders included:

· HR Steering Group members

· Senior management team members

· HR team members

· Heads of Department

· A cross-section of staff from all Departments

· Trades Union representatives

Stakeholders were asked to describe their “ideal” HR function in relation to both services to be provided and the way in which they were delivered.  Comments were then categorised against common themes:

Services to be provided:
· Policies 
· Processes & procedures
· Data
· Staff Development
· Welfare
· Strategy
Ways of working:
· Service delivery methods
· Communications
· HR team structure
· HR working environment 

There was a high degree of similarity of responses across all stakeholder groups, including customers and the HR team members.

Services to be provided

The following is a summary of the requirements against each service:

3.1. Policies 

Stakeholders want policies that are:

· Up-to-date and legally compliant

· Pragmatic and fit for purpose

· Streamlined (not overly bureaucratic)

· Clear and well communicated

· Integrated – with other Goldsmiths’ policies

· Consistently applied

3.2. Processes & Procedures
In applying policies, stakeholders described procedures that were:

· Up to date and aligned to policies
· Pragmatic, streamlined and fit for purpose

· Clear and well communicated with responsibilities clearly identified

· Fairly and consistently applied

· Joined up with other processes (avoiding duplication)

· E-enabled

· Proactively implemented and monitored.

A number of specific procedures were regularly mentioned as being key processes which the HR function should develop and provide managers and staff with advice and support in their application, these were:

· Recruitment – there were conflicting opinions as to whether this process should be fully administered by HR or this to be shared with the recruiting Department.  There was agreement however that advice and supplier management should rest with HR in order to ensure a consistent, fair and professional approach to all recruitment campaigns.   A quick and effective method of securing agreement to recruit was also requested.
· Performance management – A proactive approach to supporting managers and staff in effectively utilising the annual performance review (APR) was regularly cited.  Linking identified development needs to the staff development strategy was seen as important to ensure the benefit of this process was understood and capitalised on.  Likewise, support was requested to promptly deal with under performance and ensure consistency across Goldsmiths.

· Equality and Diversity – this was less frequently mentioned but it was agreed that integrating this into all procedures and monitoring of effectiveness were both very important.

· Pay and Benefits - Whilst pay was not specifically mentioned as a process, there were several requests for a straightforward method for accessing and updating pay and benefits information.  Single data entry was also frequently requested to reduce workload and reduce opportunity for errors.
3.3. Data

Stakeholders described the benefit of being able to access information on a range of personnel issues, including recruitment and absence statistics.  This service would be:

· Accurate and up to date
· Easily accessible
· Able to provide a range of management information reports

· Self service
· Integrated with payroll, ensuring consistency and removing the need for multiple entry
3.4. Staff Development

Staff development should deliver:

· Leadership and people management development – particularly in support of understanding and applying HR-owned policies and procedures
· Interventions designed and provided to meet development objectives identified in APRs
· Development appropriate to all staff at all stages of their career (cradle to grave)

· A flexible approach to meeting learning styles from coaching through to utilising external providers

· Partnership provisions with other HEs

· Interventions to meet both current and future career aspirations.

3.5. Staff Wellbeing
The comments relating to staff welfare and wellbeing were considered as two distinct areas of delivery:

· Health and safety – with uncertainty about how this would fit within HR due to the need to provide advice and support for both staff and students and also to assess and manage risks associated with facilities and the environment. 
· Occupational Health – a dedicated occupational health provision providing external expertise and supporting the improvement of organisational health by highlighting trends and recommending proactive actions.

3.6. Strategy

HR’s involvement in enabling and influencing the future of Goldsmiths was less frequently mentioned by stakeholders; however when it was there was clarity that it should provide:

· Workforce planning aligned to Goldsmiths’ objectives
· External perceptions and best practice
· Creative and innovative approaches
· Strategies to identify and maximise all available funding

· Strategies to minimise costs within the HR function and also, more importantly, with regard to staff-related direct and indirect costs across Goldsmiths
· Focus on becoming an Employer of Choice and 5 star status

Ways of working

3.7. Service delivery methods
There was much discussion and agreement about how the HR service should be delivered.  All those consulted agreed that they wanted HR to have a greater understanding of their departmental needs and to take a flexible and creative approach in responding to their people management needs.
Specific attributes included:

· Clarity of purpose, roles and responsibilities for both the HR function, its team members and stakeholders – in particular Heads of Department
· Proactive in identifying and addressing stakeholder needs
· Customer focused
· Working within the department
· Understanding and working flexibly to meet Departmental needs
· Recognising, planning and delivering services and support within the academic calendar
· Visible and accessible to all stakeholders
· Working collaboratively, both within the HR team and across Goldsmiths
· Solution focused, using creative approaches to effectively resolve issues
· Coaching, advising and supporting colleagues
· Taking a planned approach to packages of work.

3.8. Communications
HR was identified as having a key role in disseminating information across Goldsmiths.  Communications should be:

· Proactive, anticipating stakeholder needs and interest
· Timely to ensure advance notice and allow for meaningful consultation and response to queries
· Branded, using the Goldsmiths’ re-branding guidelines
· Accurate and professionally delivered
· Consultative, with relevant stakeholders whenever appropriate
· Influential in explaining and persuading colleagues of the need for change
· Using a range of appropriate media to ensure effective communication to all stakeholders
· Regular in sharing knowledge and skills across the HR team and Goldsmiths’ managers.
3.9. HR team structure
Aspects of the HR structure which were identified as important for the future were:

· Stability of staff and roles, including:
· Permanent contracts
· Identified career paths
· Spread of knowledge base across all team members
· Adequate number of HR staff to employees
· Adequate senior staff to make decisions and provide advice
As mentioned earlier, stakeholders also wanted to be assured that the HR function would be able to answer or meet their people management needs by providing advice and support quickly and accurately.  There were varying opinions about whether this should be provided by one point of contact, who would work closely with the Department and would therefore understand specific needs and history, or if this could be achieved by ensuring that there was a flexibility of HR staff ability and knowledge across the team so that any team member could resolve issues.
3.10. HR working environment
It was agreed that a suitable working environment and facilities were essential for effective service delivery.  Apart from being spacious, light and airy, specific requirements were:

· Welcoming
· Enclosed, quiet space for confidential meetings and interviews
· Paperless.
3.11. The ideal HR model

The review also considered the outputs of the HR Awayday in April, during which statements encompassing the purpose of the department were developed in positive thinking groups, these included the statement:  
“We are an innovative department who welcome, develop and support people at Goldsmiths.  We make a difference to people’s careers.  We do this by good teamwork and supporting each other.”
Several stakeholders were asked to provide a statement of purpose for the HR function, these were combined with the positive thinking outputs have provided the following future mission statement:

“Creating and delivering HR strategy to help Goldsmiths’ staff fulfil their potential in delivering the aims and objectives of the College.”
In amalgamating the desired services and ways of delivery expressed by stakeholders, we were able to identify a model which attempts to address all the commonly held views and meet the above mission statement (see figure 1).  
For the HR function to be successful in achieving its mission, it requires a firm foundation of policies and procedures supported by a good communications strategy and effective team working.  Other underpinning services relate to the accuracy and accessibility of appropriate management information and the delivery of suitable staffing support and relationships. This foundation enables the organisation to work efficiently and reduces the opportunity for people-related issues, so releasing HR staff to begin to build pillars of specific activities which will increase Goldsmiths effectiveness in enabling staff to fulfil their potential in delivering the aims and objectives of the College.
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4.  Views on current state

Data about the current state of the HR function was collected from the same consultation exercise described for State B.  Responses were also received in writing through a confidential e mail site and by paper submissions from some of those attending the consultation sessions. There was a good deal of enthusiasm to provide constructive comments and we feel that we had an excellent response from all of those that participated.  

The comments received had a high degree of consistency across the range of contributors.  There were however some differences of opinions in regard to both the extent and satisfaction of specific services provided.  These differences seemed to depend upon the individual HR team member with whom the stakeholders interacted.
In addition to the consultation exercise, appropriate extracts from the staff survey were reviewed, which supported the stakeholder feedback.  Metrics were also collected in relation to the type of and number of activities that consume the majority of HR team members’ time.  These statistics, although not quickly and easily identified and, we suspect, not entirely accurate, nevertheless give an indication of both workloads and processes for further investigation and potential streamlining or even discontinuation. 
4.1. General Themes

There are clearly some issues concerning the perception of the service being delivered and the impact that it has on morale.  The overall impression is that HR is caught in a vicious circle, where the effort required to cope with the current situation is such that a major initiative to change is unrealistic without external assistance.  However, both an acceptance of the need to change and the resolve to do so are clearly evident.

4.2. Specific issues

Details of the perceptions of the current state are given below.  Specific comments are not included, as part of the consultation approach was to guarantee anonymity, however the essence of these are incorporated in the following:  
Services being provided:

4.2.1. Policies and procedures

A number of issues were identified regarding the policies and processes operated within HR.  There is a general concern that policies are not up-to-date, clear or well communicated.  Many stakeholders do not know how to access the latest policies or procedures and some have developed their own procedures to meet their specific Departmental needs.  There is also a view that whilst there are individuals within the HR team who have a good understanding of how to apply the policies and procedures it often takes several attempts to contact these individuals, consequently some feel that there is a poor level of response from HR, especially by telephone.  
There is also a general acceptance that processes are often bureaucratic, with a dependence on paper and signatures that appear to add very little value.
There were specific procedures which were consistently raised by each focus group and at most one to one interviews, these were:

4.2.2. Recruitment

The process that received the most comment throughout the consultation was recruitment.  Responses varied from those who had received an excellent service to, the majority, who had found the process lengthy and difficult to keep track of.  The primary concerns are that recruitment takes too long.  The approval of the ECF was identified as a bottle neck, with a generally held view that ECFs and other supporting documentation are sometimes lost within or between the HR and Finance Departments, delaying the recruitment process.   
Whilst it was recognised that the HR team worked hard in this area, the needs of the organisation are not always being met despite the considerable efforts of the staff in HR.  One factor exacerbating the problem is the reasonably widespread practice of using fixed term appointments as a temporary fix.  This has the effect of making the problem worse by adding to the workload without removing the requirement to fill the post subsequently.  This practice has had an adverse effect both recruitment costs and staff turnover as shown in the following extract from the 2006 HE Benchmarking Survey:

	
	Goldsmiths
	HE average

	Cost per new recruit 

(all employees)
	£1848
	£1229

	% staff turnover 

(all employees)
	13.3%
	9.9%

	% staff turnover 

(managerial/ professional)
	11.1%
	7.4%

	% staff turnover (Operational/support)
	15.3%
	12.4%


Exact numbers of posts recruited to are not currently available, however the following vacant post data has been provided for Goldsmiths:

2004/05 = 180 vacancies

2005/06 = 171 vacancies
2006/07 = 182 vacancies to July 2007
It was generally recognised that with this level of recruitment, significant savings in time can be made by streamlining and e-enabling this process.

Several comments indicated a wide difference of opinion in the allocation of responsibility between HR and line management.  Opinion ranged from those who thought the entire process should be conducted by HR to those who thought HR’s involvement should be solely to provide expert advice on best practice in recruitment and selection and to negotiate and manage good value contracts with recruitment and advertising agencies.  There is not a common understanding of roles and responsibilities in this area, with several anecdotes being shared about failures to advise candidates of selection outcomes and to provide effective feedback.  There also appear to be varying practices with regards to how contracts and supporting employment documentation is prepared and issued to new recruits, with some recruiting departments taking responsibility for this and others expecting this to be completed by HR.
A few comments were made about concerns of potential discrimination in selection as untrained staff are sometimes asked to sit on selection panels.  
4.2.3. Pay and benefits
HERA was the primary concern of the majority of those consulted.  There were many comments made about the lengthy process and the impact this continues to have on staff morale.  Whilst the majority agreed that the HERA process had been well communicated at the start, it was felt that it has gone on for too long and many staff are now apprehensive about its impact on their individual roles and pay scales.  

Apart from HERA there were very few adverse comments about the pay system which seems to be working reasonably well.  There were however pockets of staff who reported never having had salary increases actioned.  

The majority of the remaining few issues raised about pay procedures were in relation to the time taken to process changes.  The separate HR and payroll system was raised as an issue by HR staff and during some one to one interviews.  There were concerns about duplication of data entry and there were comments regarding poor communication and misunderstanding of mutual processes across HR and Finance leading to errors and delays in processing payments.  

4.2.4. Performance management
The majority of stakeholders stated that they found the HR advice and support in handling difficult cases was very good.  The same high level of support was given in crisis situations.  However, most stakeholders want proactive advice by the HR team in addressing poor performance before it became a major issue.  This was also raised by the HR team who felt they were hindered in identifying performance issues by both the lack of data (eg. Absence records) and inadequate communication from Departments regarding staffing issues.
Staff and line managers regularly expressed disappointment in the lack of support in ensuring that Annual performance reviews (APRs) were conducted in a positive and beneficial way.  Most of those that conducted APRs saw them more as a “tick box” exercise and were not aware of what happened to the forms once they were passed to HR.

4.2.5. Equality and Diversity
Apart from the discussions about the recruitment process, equality and diversity as a service was very rarely mentioned by any stakeholders other than those within the HR team.  The general impression of those consulted was that this was a positive service but that there was a lack of resource to ensure that this was integrated into all HR and people management activities.
4.2.6. Data

Both the HR team and other individuals and groups consulted were frustrated by the lack of staff-related data.  At the time of consultation, not all HR team members had access to the HR system (Pyramid) and several stated they had not received adequate training to allow them to extract information and produce reports.  Staff talked about having to provide change of detail information more than once before their records were updated and several line managers said they had been provided with inaccurate staff information by HR.  Concerns were raised about whether Pyramid is fit for purpose, however since our consultation a dedicated resource has been reviewing the system and benefits are being identified.
Running two separate HR and Payroll systems was also raised as an issue, particularly by the HR team, who were concerned about the potential for error and the time wasted by multiple data entry.
4.2.7. Staff Development

The consultation revealed that Staff Development is seen as a positive example of an improving service. In some groups there was a perception that development was primarily aimed at academic staff and this led to a sense of resentment and feeling of “them and us”.
4.2.8. Induction

The induction of new staff was raised at most meetings and there was a general opinion that this is not well managed within Goldsmiths.  There was recognition that some elements of induction are the responsibility of the recruiting department, however most believed that HR should co-ordinate and provide guidance on the induction process, but that, in reality, this was not consistently or professionally provided.  Many of those consulted were particularly concerned that new staff were often left waiting in the lobby area outside the HR office whilst HR staff prepared their induction paperwork and identified who would be meeting with them; they expressed grave concerns that this gave new employees a very poor first impression of Goldsmiths.
4.2.9. Wellbeing 

Staff wellbeing and welfare was seen as two distinct service provisions:
Health and Safety:  As with Equality and Diversity, the majority of those consulted felt that this was struggling to deliver a good service with too little resource. 

Occupational Health:  The current shared provision of the student medical service was regarded as inadequate by all those who raised this requirement.  Both HR staff and line managers wanted expert occupational health advice and support which was not available in the current provision.

A strong desire to engage an external professional occupational health provider was expressed by several senior managers and we would support this.
4.2.10. HR strategy

The current role of HR is not regarded as strategic.  The majority of those consulted regarded HR as a transactional and reactive service.  The strategic impact of the HR function was only raised by a few of those consulted, (generally those in more senior positions).  When it was mentioned it was regarded to lack  strategic impact.

Several senior and departmental managers did however express disappointment in the lack of proactive advice and challenge in support of workforce planning, in particular in identifying and developing strategy to address the aging academic staff profile.

Planning within HR does not appear to have a high profile.  In particular, there does not seem to be a strong connection between HR plans and the business plans of other departments.  Whilst this may be a function of the business planning process, we have not examined that process in any detail.
Ways of working:
These comments relate to the way in which the abovementioned services are delivered by the HR team and the way in which the team is structured and supported in doing so:
4.2.11. Service delivery methods

All those consulted in the customer groups were complementary about the depth of knowledge and support received by specific individuals in the team.  There was a perception that all team members were extremely busy and had very little time to be anything other than reactive to needs when they were raised.  Frustration, as well as sympathy, was expressed about the lack of Goldsmiths-specific knowledge by new members of the team and this was combined with concerns about the turnover of staff in the department as a result of fixed term appointments and more senior staff leaving.  
Line managers were complimentary about the support received where individuals in the HR team had built close working relationships with departments; however this appears to be in limited areas of the organisation.
The reviewers were given the impression that there was a lack of understanding and cohesion across the different areas of HR, particularly at team leader level, which gave the feeling of a silo mentality with individuals focusing primarily on their specific area of responsibility.
4.2.12. Communications

Again, perceptions of the effectiveness of HR were impacted by individual team members.  There was a consensus of opinion that the glass screen in the HR office entrance was a severe barrier to communications and relationship building and exacerbated the view that the majority of HR team members were hidden away from the organisation.  Several focus groups and individuals mentioned the poor telephone style of some team members and believed this was due to lack of confidence and knowledge of Goldsmiths.
The initial HERA communications were seen to have been a positive step towards proactive and timely communication.  There was a view that this level of communication was not, generally, forthcoming from the HR function. There was also concern that written communications, both internal and external, were not appropriately branded and often included errors and poor grammar.

All focus groups expressed interest in being updated on the progress in reshaping the HR Department and would see such communication as evidence that HR was changing for the better.
4.2.13. HR team structure

There was limited opinion about the precise structure of the department.  Many stakeholders did not understand how work was allocated within the department and therefore did not know who to contact for specific advice or support.  Concerns were raised that there appear to be too few staff to manage the current workload and too few senior staff to make effective and consistent decisions.
4.2.14. HR working environment
As already mentioned, the layout of the main HR office i9n the Whitehead Building was frequently mentioned as being unwelcoming and not fit for purpose.  The lack of space, in particular a separate room for interviews and confidential meetings, was raised at every focus group and most one to ones.  The absence of suitable resources, such as speaker phone for long-distance interviewing and desks for new team members, was of concern to HR team members.  The fact that the HR team was spread across several locations was seen, by most of the HR team, as hindering the desire to work more cohesively as a team. 
4.3. Metrics

Acquiring numbers against services delivered was not a speedy process.  There is no central database from which this information can be quickly, easily and accurately extracted.  We have however deduced the following:

4.3.1. Recruitment

Costs of recruitment and number of vacant posts are as included in 4.2.1 above.  To recap, vacant post numbers:

2004/05 = 180 vacancies

2005/06 = 171 vacancies
2006/07 = 182 vacancies to July 2007

Staff turnover in all areas of Goldsmiths is approximately 50% higher than HE averages reported in the HR 2006 Bench marker.
4.3.2. Case work

A word document listing all cases from 2005 was provided.  From these records we note that, since 2005, HR has dealt with an increasing number of cases with the following identified each year:

· 2005 = 36 in total.  (26 completed cases, 8 ongoing plus 2 carried over from 2004)

· 2006 = 48 cases in total (28 completed cases, 10 ongoing plus 10 carried over from 2005 and 2004)

· 2007 to end June 2007 (6 months) = 64 cases (22 completed, 22 ongoing plus 20 carried over from 2004 – 06).  
If the current level of new cases continues for the remainder of this year, the total for 2007 could reach over 100 which is more than a 100% increase on 2006.

Where details of cases were provided, analysis of the reasons for casework being undertaken since 2005 reveals some interesting trends.  Out of 95 cases:

· 62 cases (65%) related to sickness or absence
· 12 cases (13%) specifically mentioned bullying, harassment or discrimination.
Whilst the types of cases are discussed at regular HR team casework reviews, no specific preventative action appears to have been taken to address sickness absence or bullying and harassment.

4.3.3. Committees

It has been identified that HR support or attend at least 29 Committee meetings per annum.  The preparation for, attendance and resulting actions take up the resources of more than one full time equivalent HR team member – although activities are spread across a number of HR staff at various levels.  Whilst the committee structure is fundamental to the governance of Goldsmiths, the number of committee is onerous on the HR team.  Benchmarking with other HEs has identified that Goldsmiths HR team appear to be involved in far more committees that their counterparts.  We have even identified one University who have completely removed the committee structure.   
5. Comparator research

5.1. Purpose of Best Practice Benchmarking
Benchmarking of best practices in the areas of Human Resources and Development has been undertaken as one part of the service review of the Human Resources and Development Department of Goldsmiths, University of London.  The purpose of the benchmarking was twofold; firstly to identify alternative, comparative and best practices within HR and Development functions in similar organisations, secondly to research current trends and findings in HR practice.

This information can be compared and contrasted against both the current state of the HR Department within Goldsmiths and used to shape the future state of the function and services to be provided.

5.2. Scope of Benchmarking

Areas for investigation and benchmarking included:

i. Extent of service provided

ii. Ratio of HR staff to organisation size or transaction volumes, eg staff turnover, temporary staff, secondments etc

iii. HR information systems and their use 
iv. Organisational design of HR operation and distribution of work

v. Key trends
We selected other Higher Education establishments of similar size against which to benchmark as they were the most relevant for the purposes of our research.
5.3. Approach Taken

Searches were undertaken via the internet, through the CIPD and reviewing of both international and UK journals, reports and surveys.

Personal interviews were also conducted with functional heads of Higher Education organisations and these are included as case studies.

To put the research data into context, the majority of HR surveys are conducted across a diverse range of organisations in both the public and private sector, and some are international in scope, so the limitations of the data needs to be kept in mind.

5.4. Benchmark findings

5.4.1. Extent of Service provided

Its is generally agreed that there are three stages of evolution in HR Service delivery, which are:

· “personnel” – a traditional administrative and welfare service

· “human resources” – all aspects of people management and some input into business strategy

· “human capital” – an approach to people management that treats it as a high level strategic issue and seeks systematically to analyse, measure and evaluate how people policies and practices create value
The stage an HR department has reached will be defined by which services it offers to clients, how it delivers them and how it measures its success.

Research shows that there are a wide variety of services offered by HR departments, however in general, the following are identified as HR key activities:
· Developing HR strategy

· Organisation design and change

· Recruitment and staffing

· Training and development

· Job evaluation and salary planning 

· Employee communication

· Employee relations

· HR information systems

· Payroll

· Health safety and welfare

5.4.2. Outsourcing

Some of these activities have been outsourced in organisations, however there is little hard evidence of the volume of outsourcing to draw upon, other than surveys based on limited samples.  The Workplace Employee Relations Survey (WERS 2004) offers the most complete overview, suggesting that outsourcing is specific to certain activities and limited in extent.  
Training was by far the commonest HR activity reported to be outsourced and this by just over a third of organisations.  Payroll and resourcing of temporary positions were outsourced by about a quarter of respondents and recruitment by only 14%.  Other surveys confirm the broad picture, though the outsourcing of other work areas, such as counselling or pensions administration, appear on other lists.  They also show that the use of external service providers in areas such as payroll is long-standing in HR and that their use is often to provide technical expertise which the organisation doesn’t possess internally, as well as to secure cost savings and process efficiencies.

In 2003 a CIPD survey of HR practitioners concluded that the outsourcing market was broadly static (CIPD 2003).  Some organisations had increased their use of external providers over the previous three years, while others had cut back.  The growth areas of outsourcing were reported to be in the areas of training and development, recruitment and employee counselling, but even here there was a sizeable proportion of organisations that had reduced the outsourcing of training and recruitment.  The CIPD’s Learning and Development Survey 2006 reported that only a third of the sample said that they had made greater use of external training provision in the last few years, with nearly half reporting no change.

5.4.3. Health and Safety

Research shows that there is no standard approach to the inclusion of Health and Safety, Payroll and Occupational Health in HR.  They are often not seen as core activities, and require a different skill set and knowledge base to the majority of HR work.  When discussing their positioning within the benchmark organisations, there were a variety of different reasons for their inclusion in or exclusion from the HR department, many of which were historic.
5.4.4. HR time allocation

The following two charts show allocation of HR time and are taken from the DLA Piper HR Benchmarker survey for 2007.
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The charts show that by reducing the administrative burden, by    e-enablement, process improvement or movement to shared services, significant time can be freed to deliver more value add services.
5.4.5. HR effectiveness

McLean (2005) argues that for HR to become more effective in performing its functions, it should:

· tie every HR activity to the company's strategy,
· know what management expects (from it) and deliver,
· work strategically with partners in the company,

· measure what's important to management,
· share the outcomes of effective HR activity within the organization,
· foster learning within the HR group - "what can we learn from this?",and 

· use triangulation: that is, multiple measures, to provide stronger evidence of the contribution of HR

In summary, research shows that the services that HR provide must be those that the organisation wants and values, and that each model will be different because organisations have different requirements and are starting from different places.  Being very clearly aligned to the strategy of the organisation will enable HR to deliver the services required.

5.4.6. Ratio of HR staff

Whilst several surveys have attempted to identify HR staff ratios many also highlight the potential for these figures to be misconstrued; in that they do not allow for transactional volumes, regionalisation of staff and scope of service provided, including the amount of activity that is devolved to line management.  The size of the HR function is not therefore necessarily proportionate to the size of the organisation.  
The HR Performance Indicators 2007 report states that the ratio of all HR staff to all employees within the HE sector is on average 1:81, which is similar to the large public sector group as a whole.  In general, within the HE sector there are more HR support staff employed than managerial or professional HR staff, the ratios being 1:145 against 1:233. 
When reviewing this data it needs to be noted that there are a variety of ways of calculating staff ratios, taking into account temporary contracts and part time employees, leading to difficulty in making comparisons.  The HR 2006 Benchmarker report includes Health and Safety, Payroll and Occupational Health in HR, and only excludes “casuals” from the all staff figures.  In the benchmarking case studies we have excluded Health and Safety, Payroll and Occupational Health from the HR numbers, and have included sessional staff in total staff numbers.
5.4.7. Use of technology
The use of technology in HR management has grown considerably in recent years.  HR information systems (HRIS) have developed from being largely used for administrative and data recording purposes to being used in processes such as recruitment and selection, flexible benefits, development and e-learning. 
Technology is now being used to support integrated call centres, shared services and self-service environments.  As technology improves, organisations can use information systems to manage an increasing number of HR processes in an effective manner to contribute to the availability of information and knowledge.  This in turn can lead to improved competitive advantage.  
The following table provides an indication of the potential uses of technology to support and delivery of HR-related activities: 
	HR Activities
	Delivered by

	People development and performance management
	· Online appraisal systems such as 360-degree feedback

· Training needs analysis

· Career management and succession planning

	Resource management
	· Online recruitment and selection packages

· HR planning and forecasting

· Time and attendance

	Employee relations and communications
	· Intranet

· Shared service centres

· Organisational development approaches 

	HR information and accounting
	· Intranet

· Employee and manager self service

	Retention and Reward
	· Payroll
· Total rewards statements

· Employee self-service in creation of flexible rewards packages

· Reward modelling

· Pensions administration


Source:  CIPD report HR and Technology, Beyond Delivery, 2006
The Mercers 2006 European HR Transformation Survey study found that 69% of companies use an intranet for the online publication of HR policies and processes, 37% use employee self-service, 33% use manager self-service whilst only 8% use case management technology.
There are four key objectives behind technology initiatives:

· To improve HR service delivery

· To reduce time spent on HR transactions

· To increase accessibility to HR information and data

· To reduce costs

KPMG implemented on-line recruitment, employee self-service, case management and reward modelling to achieve all four objectives
Recent CIPD research has stated that BSkyB and Nortel have both implemented manager and employee self service to facilitate the move to a more customer focused HR function, to enable HR to focus on strategic activities and to give line managers the tools and support to manage their teams more effectively.

To illustrate the last point, it was reported in People Management 22 March 2007 that King’s College Hospital NHS Foundation Trust has reduced its advertising bill from £900,000 in 2002/03 to an expected £350,000 for 2006/07 by moving to web based advertising.  This means that traditional press adverts are smaller and each contains more jobs.  Spending on recruitment agencies has also reduced.

According to a CIPD report, The Changing HR Function, there is also evidence that E-HR has facilitated a reduction in HR numbers and freed up time for the remainder of HR staff to undertake “higher value-added” tasks.  American research (www.thecedargroup.com) claims an average of a 37% reduction in HR staffing just through the introduction of self-service.  Cycle times in HR processes are cut on average by 62% and cost per HR transaction was down by 43%.  However, figures such as these need to be viewed with caution; the introduction of, for example, employee self-service requires a computer literate staff population with easy, confidential access to computers.  The achievement of this level of skills base and equipment can incur initial additional costs and time.
5.4.8. Organisational design and work distribution

The benchmarking process has provided a valuable overview of the structure, roles and responsibilities of HR functions across a variety of HE organisations.  

In reviewing research material it appears that there are some trends which have been evolving over the past 5 or 6 years.  The Mercer’s 2006 European HR Transformation Survey states that common initiatives being undertaken to support transformation of the HR function include:

· Simplified processes and reduced cost of day to day operations

· Increased expertise, particularly in the key focal areas of talent, compensation and employee engagement

· Better alignment of business partners’ requirements with HR service delivery, focusing on organisational talent and organisational change and development.

Transformations have resulted in a great variety of structures, often based on Ulrich’s “3 legged stool” model, that is shared service centre, business partners, functional experts.  However, in his latest book (Ulrich and Brockbank 2005) he has moved away from describing a single generic model for HR structure arguing instead that structure should follow strategy.  He believes that HR will take one of three generic forms to satisfy the needs of different businesses:

· HR functional organisation with specialists providing both theory and practice aligned to a single business

· HR shared services organisation providing both transaction and transformational work aligned to a diversified business

· embedded HR – that is, HR as generalists, business partners and account managers – aligned to a business unit of a holding company as dedicated HR

The Mercer study looked at the way HR services are delivered:

	· % of respondents whose function includes any of the following roles and/or organisational structures

	HR centre of excellence – centralised development, design and management of HR policies, programmes and consulting services
	     68%

	HR service centre/shared operation – centralised administration of selected HR programmes, employee services and vendor management
	     61%

	HR generalists/business partners reporting to corporate HR
	60%

	HR implementation specialist(s) – position or group dedicated to project management of HR programmes
	55%

	Separate and autonomous HR functions, operating within business units with dotted line reporting relationships
	55%

	HR generalists/business partners reporting to the business unit leader
	48%

	HR controller – position or group dedicated to management of budget/costs, vendor contracts and key HR metrics
	42%


The organisations we surveyed showed commonality of structure only in their lack of a shared service structure.  

Themes from research materials show the following trends:
5.5. Key Trends in HR
There are a variety of themes which appear throughout the surveys and the benchmarking.

· HR is showing greater engagement in the human capital agenda, requiring closer working with functions such as Marketing, Finance and Communications.  Increasingly HR is seen as the provider of business critical management data, which measures, in increasingly sophisticated ways, employee engagement, the power of the brand etc

· A desire for line managers to assume greater people management responsibility in order to manage performance more proactively.  “We should never forget that people management is actually done through others, and not by the HR function itself”: Peter Deer, Director of Personnel Cambridge University
· Leadership development continues to be seen as business critical, and methods of assessment and development are becoming increasingly sophisticated and linked to other agendas, eg. corporate social responsibility

· Employee engagement is seen as key to continued success and competitive advantage.  Research conducted for the CIPD by Mike Emmott shows 3 main drivers of employee engagement
· Having opportunities to feed your views upwards

· Feeling well-informed about what is happening in the organisation

· Thinking your manager is committed to the organisation

· There are concerns over demographics and managing ageing populations
· The knowledge and competencies needed by HR practitioners are under scrutiny.  How does the function continue to develop well rounded senior HR practitioners given the Ulrich model, and how does it resource new areas of practice eg metrics, IS, employee branding?  Does HR have the skills to develop the strategic partnerships it wants?
· How much more can IT deliver?
6. Diagnosis

It is our view, the current state of HR within Goldsmiths is symptomatic of an organisation that aspires to make the transition from a traditional personnel and training administrative function to a more strategic HR function.  This is not uncommon, particularly in the Public Sector where external constraints from central government are more prevalent.  The challenges that are commonly faced in such a transition are:

· that the difference between the current and the aspired-to function is not understood within the organisation

· providing HR team members with strong direction, support and development to make the transition
· the necessary changes in roles are also not understood, particularly in regard to the responsibilities of line managers

· the emphasis required to adopt a more strategic, customer facing orientation can be seen to be in conflict with the requirement to maintain an efficient administrative function.

These challenges exist within Goldsmiths, along with the constraints already identified in section 2.3.  These have been discussed with the Project Steering Group and suggestions for harnessing the drivers and overcoming the barrier are included in section 7.  

The need to change within Goldsmiths is highlighted by the Gap Analysis below.  The drivers are strong and are a mix of positive and negative.  Whilst the challenges in making this change are not to be underestimated, there is a clear need for action.
6.1. Gap Analysis

A gap analysis was conducted at a summary level comparing the future State B model with the current State A view of the HR function.  Contributors were asked to rank the desired HR provision against the current service.  A straightforward and visible approach to ranking was used with traffic lights to indicate how close the current service was to the desired.  The ratings were:

· “red” rating – need for significant improvement;

· “amber” rating – scope for some improvement;

· “green” rating – broadly meeting customers’ expectations 

A table showing how the ratings were allocated is shown on below. 

In general, this activity indicated that there are no aspects of the service being provided which fully meet the expectations held, although individual HR staff and specific activities are often held in high regard.

The general consensus across all those consulted provided the following assessments:

	Desired provision
	Current ranking

	Policies
	Red

	Processes
· Recruitment

· Performance

· Equality & Diversity
	Red
· Amber

· Red

· Amber

	Data
	Red

	Staff Development
	Amber

	Staff Wellbeing

· (Health & Safety

· Occupational Health
	Red

· Amber)
· Red

	Strategy
	Red

	Service delivery methods
	Amber

	Communications
	Red

	HR team structure
	Red

	HR working environment
	Amber


Whilst all stakeholders, including HR team members, agreed with these assessments, the customer stakeholder groups were disappointed not to be able to award any “green” ratings as they were frequently able to identify individuals who provided a good service and had also seen improved services in the areas of Staff Development and Equality and Diversity.  All agreed however that there is still some way to go before any aspect of the service could be regarded as consistently meeting expectations.

6.2. Strengths

Despite the concerns about the effectiveness of the service delivery, the consultation revealed that Goldsmiths’ staff believed that the HR staff wanted to deliver a good service but that this was hindered by workload, unsuitable processes and, for newer staff members, lack of historical knowledge.  

HR staff are perceived to be helpful and supportive, working hard and with positive intent.
The recent appointments of Chris Pearson and Hugh Jones were regularly cited as bringing fresh perspectives and support at a senior level for the drive to improve HR services.
Stakeholders also recognised the depth of knowledge held by longer serving members of the team and were able to give examples of where they had received valuable, professional support in difficult cases.  It should however be noted that whilst the extent of individual knowledge is an asset it is also a weakness for the team as, often, complex cases or decisions can only be managed by one person.  This can overburden the individual and slow down the process and there seems to be no transfer of knowledge within the HR team.
The Staff Development provision was frequently mentioned as an aspect of HR which was perceived to be improving.  

Stakeholders also identified that the HR function was good at “crisis management”.  It was recognised that this could also be a sign of a weakness in the department’s aspired proactive approach to managing issues to avoid them becoming a crisis.

Finally, the HR team members’ awareness of, and desire to, improve the service was seen as a valuable strength in driving forward the change process.

6.3. Transformation plan

Our recommendations are based on the primary assumption that Goldsmiths both needs and is prepared to undertake a change programme to address the gaps identified between the current and desired state for HR.  The recommendations that follow in Section 7 concentrate on describing our ideas for such a programme and the actions necessary to set up and manage it in a way that will work within the constraints of Goldsmiths.

In order to inform that design, some prioritisation was needed to ensure that business as usual could be maintained during the change process and also to ensure success by avoiding the temptation to tackle all aspects of the HR service at once.  To enable the prioritisation, the scale of the challenge and effort required to achieve each of the major aspects of change was considered against the perceived benefit to the organisation.  This was used to identify potential:

· quick wins – those requiring little more than decision and immediate straightforward action, 

· early wins – achievable within 3 to 6 months and usually requiring dedicated resource, and 
· longer term objectives in the ongoing transformation and identified as Phase 2 in the following section.

The resulting prioritisation is shown below.  It indicated a natural starting point of reviewing some of the more pressing process issues, such as recruitment and people management responsibilities, which could then be built upon to address the more challenging objectives.
7. Recommendations

This section contains our recommendations and describes the characteristics of a proposed approach to transformation.  We believe that Goldsmiths needs to undertake a change initiative to develop its HR function and we see this to be the first review as being the first part of that initiative.  

We believe that this change initiative should be approached in specific, finite, managed projects which have:

· clear and realistic objectives

· a project plan with a fixed duration

· a dedicated project manager

· appropriate allocated resources.
The advantage of such an approach is that the challenge of achieving a significant change can be broken down into more manageable chunks.  Clear cut off points make it possible to draw the line under an initiative and if necessary to try another approach as part of a different project. 
7.1. Developing the ideal HR

Earlier, we looked at a model of the ideal HR (the ideal HR model Section 3.11).  In considering how the Goldsmiths HR team should begin to address the agreed new services and ways of working, it is useful to look at how the model builds in 3 stages.  Each stage is dependent upon the other for its success.

The model builds upon the foundations of a good Traditional Personnel practice through delivery of excellent HR Management provision and towards aspects of Human Capital Management (see figure 2).
The 3 stages of development of this model are:

vi. Traditional Personnel at the foundation level.  Delivering mandatory training, policing and auditing people management activities, the function primarily focuses on addressing poor performance and adherence to regulatory measures.  The interface with stakeholders is mainly directive and from a distance.  This part of the model provides: 

· Legal compliance

· Value for money

· Customer policing
Personnel are predominantly a transactional service and the processes developed here will provide a strong foundation for the development of the HR function towards its strategic objectives.

vii. Human Resource Management.  As the model builds on the Personnel foundations, the service and delivery style develops to that of Human Resource Management.  At this stage staff development broadens its focus to developing competencies and capabilities which meet the organisational profile, the relationship and interactions with the customer are more consultative and aimed at providing support and advice.  HR will have a medium term strategy in place which has a broader business impact and will be influenced by external best practice.  Performance management will emphasise recognition and consistency of approach with performance measures being agreed and diverse to meet differing stakeholder needs.  In delivering this level of service, HR will be providing:

· Best practice
· Added value
· Customer support

viii. Human Capital Management is the final (upper) stage of the model, whereby HR delivers a comprehensive strategy, impacting on all parts of Goldsmiths.  HR will be seen to be delivering:

· Creative solutions

· Value creation

· Partnership working

This is achieved through development concentrated on shaping the organisational culture and self fulfilment.  HR strategy and approach will be integrated into the business providing challenge, visionary and longer term perspectives.  Performance management will be focused on the individual staff members and KPI’s and service measures will be sophisticated and developed to deliver continuous improvements.  HR becomes the driving force for positive change in Goldsmiths.  

It should be remembered that, even at this stage, the underlying foundations of robust and fit for purpose policies, procedures and employee support services are imperative to provide organisational confidence in HR and to release HR team members from the routine, transactional processing – some of which will always remain – in order to work at a more strategic and influential level.  
The re-focusing of HR effort into value added activities can be mapped as follows:
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This contrasts with a comparison of Goldsmiths HR staff time allocation against that of all other HE establishments who contributed to the 2006 HR Benchmarker report:
	Activity
	Goldsmiths
	All other HEs

	HR strategy, policy & planning
	10%
	20%

	Consultation & communications
	10%
	15%

	Recruitment & selection
	10%
	10%

	Training & development
	10%
	13%

	Managing Performance
	10%
	13%

	Reward
	30%
	11%

	Occupational Health
	10%
	7%

	Administration
	10%
	10%


7.2. The building blocks of change
The Goldsmiths HR team have indicated their desire to change and have recognised that they already have in place, or are working towards, several aspects of the ideal HR model.  These ongoing activities have been reflected in the following recommended changes; however prior to embarking on these changes there are some fundamental strategic decisions which should be addressed:
7.2.1. To what extent will Heads of Department be required to undertake, and be held accountable for, people management?  
For Goldsmiths there are challenges in relation to the willingness and ability of some Heads of Department to engage in positive people management activities.  This issue is particularly apparent within the Academic community.  Discussion with the Project Steering Group included a view that such responsibilities should be specific in job descriptions and be “non-negotiable”, with appropriate leadership development being provided to enable role holders to effectively undertake these activities.  
Extensive research supports the benefits of departmental and operational line managers taking full responsibility and being held accountable for all aspects of managing the individuals in their teams.  The benefits for the individuals, teams and organisations are well documented, for example a University of Michigan (Likert) study in the 70’s introduced productivity and satisfaction ratings and found that employee centred (considerate) leaders gained greater productivity than task-centred leaders.  University of Bath, on behalf of CIPD, undertook people and performance research in 2003 1.  They identified that line managers are essential in implementing HR policies and procedures. They found higher levels of job satisfaction, commitment and loyalty where employees felt positive about their relationship with their line managers.  This is also linked to increased levels of performance and with staff who are prepared to make extra effort, above the normal requirements of the role, to increase performance and achieve organisational excellence.  The research also identified that line managers have the greatest impact in influencing people’s actual experience of doing a job.  All of which points to the importance and benefits of engaging and developing line managers in people management activities.
The specific scoping, agreement and communication of this responsibility is imperative if HR is to be able to develop and implement processes which clearly identify accountabilities. 
The outcome of this decision will also have an impact upon people management development activities and the level of support and advice to be provided to managers.  CIPD research, undertaken at Bath University, on the HR service and support front-line managers want, identified that managers were frequently uncertain about their skills in dealing with people, particularly in terms of managing employee behaviors or having ‘the difficult conversation’.  The quality of the support available was also important; line managers seek ‘proper’ advice from experienced HR colleagues, not just a course or a script.  The research also found that managers are sometimes concerned about accepting responsibility for people management issues if they feel exposed through inexperience or lack of knowledge or capability, and this was replicated in our discussions with individuals and focus groups.  
These perceptions and concerns should be borne in mind when approaching this change, which, for many Heads of Department, will represent a significant shift in their focus and approach to line management.
7.2.2. Challenge the number of and extent of HR involvement in Committees.  
Reducing the number of Committee meetings which HR staff have to prepare for and/or attend could release the equivalent of up to one full time post.  Whilst it is recognised that the Committee process is an important aspect of Goldsmiths’ governance, prioritising committee attendance and posting papers on a central intranet site will reduce the current significant attendance and administrative burden.
Benchmarking has shown that HR in other Universities and Colleges does not service as many committees as HR in Goldsmiths.  There would appear to be a trend in the sector to reduce the number of committees across establishments.
A review of the purpose of all Committees and recommendations to reduce the extent of HR involvement in committees would have a positive impact on releasing HR team members’ time.

7.2.3. Is Goldsmiths prepared to “Invest to Save”?
Whilst the above 2 decisions could result in a reduction of workload undertaken within the HR Department, our recommendations, in the short term, will require dedicated resources at a fairly senior level.  The longer term objective of moving towards a strategic, challenging and partnership model will inevitably require a greater percentage of senior HR practitioners to junior.  Whilst the HR headcount should decrease, salary costs may increase.  We have already looked at current HR costings and, some of these are included in the table below which clearly highlights the opportunities for HR to add value to Goldsmiths through taking a proactive approach to addressing recruitment, staff turnover and absence:
	
	Goldsmiths
	HE average

	Working days lost per employee

(all employees)
	8
	6

	Cost per new recruit 

(all employees)
	£1848
	£1229

	% staff turnover 

(all employees)
	13.3%
	9.9%

	% staff turnover 

(managerial/ professional)
	11.1%
	7.4%

	% staff turnover (Operational/support)
	15.3%
	12.4%


7.2.4. Occupational Health?
We recommend that the Occupational Health provision should report into HR with a strong relationship with the H & S function.

7.2.5. What aspects of equality and diversity should be included in the HR remit?

Similar to H & S, the current equalities service provision is spread across all stakeholders.  Whilst there are some similarity of approaches and requirements across all stakeholders there are, quite clearly, certain aspects which are very different.  We recommend that a mapping activity is undertaken to identify all the staff-specific equality and diversity deliverables and that an HR professional with equality and diversity expertise is identified to advise and lead on these.  It is not anticipated that this would be a full time role and could form part of the responsibilities of a 
department HR Advisor.  This role holder should work closely with the person(s) responsible for leading on student and GC community equalities. 
The above have been highlighted as priority decisions which need to be made and acted upon in order to ensure clarity of purpose by all and to enable the following aspects of change to be more easily resourced and achieved:
7.2.6. Develop a project plan

Development of a planned approach for each aspect of change will greatly increase the chances of achieving a speedy and effective transition.  Identification of committed and resilient project leaders and the involvement of all HR team members in identifying the detail of the changes to be made will spread the workload and engage everyone in the HR team and beyond.  Some development in project management, creative thinking and change management will support this.
7.2.7. Communications

A fundamental aspect of any change project is the management of communications.  An organisation can only change as fast as the people within it can and that will generally only take place with effective communications to achieve understanding and commitment.  The HR function is an essential business function and as such it is imperative that the change initiative is understood and supported visibly from the top.  There are clear drivers for change, and so a context for the project is important.

Working with Goldsmiths’ Communication team, HR should develop a communication plan which will explain the context for change and maintain ongoing, effective communications throughout the transition period via the HR website and the in-house magazine.

7.2.8. Policies and procedures: 
Appointing an individual to review policies and procedures for a 6 month period will enable policies to be quickly brought up to date and that processes are mapped to ensure they are streamlined and fit for purpose.  The scope of this role should also include the communication and development of staff both in HR and in departments, for example Departmental Administrators and Heads of Department, in accessing and working with the revised procedures.  
We have been impressed with the knowledge and commitment of several of the Departmental Administrators who participated in the consultation process and would encourage consideration be given to involving either individuals or a working group of Administrators to support the review process and ensure resulting procedures are pragmatic and owned by the organisation.  
Upon completion all old policies and procedures should be removed and the updated versions should be made available on the HR website, to ensure consistency.
7.2.9. Recruitment:  
Due to the continuing high level of recruitment within Goldsmiths, and the pressure this puts on the HR team, a speedy and separate review of this process is recommended.  Consultation revealed several Departmental Administrators were prepared to undertake their own recruitment administration.  Transfer of administrative activity would substantially reduce the transactional workload of the HR team.  
Appointing an existing member of the HR team to undertake responsibility for working with Departmental Administrators to refine the recruitment process, would then release HR to add value through focusing on the costs of recruitment and constructively sourcing and managing external suppliers.  Some basic steps are required in preparation for this change:

· Chris Pearson should have preparatory discussions with Heads of Department to consider the implications of transferring some of this activity

· The ECF “bottleneck” should be analysed and effective working practices developed with Finance

· Opportunities for e-recruitment should be explored and exploited to reduce the need for data input by HR and for hardcopy documentation and the resulting administrative burden.  The University of ………. will introduce on-line recruitment once their new HR database has been implemented, and …………. are implementing a recruitment package later this year.  These establishments believe that the implementation of on-line recruitment will free HR time for more proactive, value add activity, and this is an increasing trend in organisations.
· Investigate the potential for outsourcing recruitment for all or certain roles – including the opportunity to run joint recruitment campaigns with other colleges within University of London.  For example the recruitment of temporary secretarial and administrative staff is outsourced to Kelly by the University of ……..
7.2.10. Data management:  
“Many people recognise intuitively that how they are managed influences their behaviour, and in turn their employer’s performance.  Better measurement of people management will help to clarify its precise link with value creation.” Professor Sandra Dawson, Director of the Judge Institute of Management Studies, University of Cambridge. 

Continue the work already underway by a dedicated resource to examine and identify ways of getting maximum utilisation from the Pyramid HR system with a view to increasing access and trained users.  Further work is required to:
· ensure the accuracy and integrity of data held on the system – consider offering the HR team overtime to update the information held, so increasing ownership and accuracy and aiding familiarisation with the system;

· develop and implement a process to keep data current and complete;

· explore opportunities to increase self service by both managers and staff in reviewing and updating personal records.  Other universities have successfully implemented varying levels of self-service, including changing personal details, recording sickness absence, exit interviews, training requests;

· design and produce a range of management reports  to be distributed regularly to aid analysis and proactivity of people management by both the HR team and Goldsmiths’ management.
7.2.11. Ways of working: 
Review the HR department structure to appoint pairs of HR Partners and Assistant HR Partners who will be allocated to provide cradle to grave service and support to specific Departments.  
We recommend 3 pairs to be dedicated to this, with HR Partners being HR practitioners who are CIPD qualified, likely to have a number of years of experience to ensure they are capable of handling complex grievances and disciplinary cases, with experience of change management and the ability to build relationships and challenge senior managers across the organisation.
Ideally these Advisors will also have their own HR specialism and thereby be able to support the developing and refining of added value activities, such as performance management, policy development, equalities, pay and benefits and employee relations.

Assistant HR Partners should be early career staff supported through the CPP and then the CIPD.  This brings a fresh and up-to-date perspective to the HR team and encourages the individuals to remain with Goldsmiths for at least 3 years, which increases staff stability.

We also suggest that Assistant HR Partners spend time supporting other areas of the department, eg Training, Policy and Equalities, in order to broaden their experience, and, hopefully, to become part of a “grow your own” succession plan.
One of the first activities of the HR Partner will be to build relationships with the allocated Departments to develop Service Level Agreements.  A consistent approach and continuous communications amongst HR Partners will be to ensure similar levels of services are agreed.

Again, we would recommend that HR Partners work closely with Departmental Administrators and Heads to agree the most appropriate methods of communication and working together.

The outcome from these customer consultations will also provide useful insight into management reporting requirements, including the development of meaningful Key Performance Indicators (KPIs) which will indicate the business benefits being achieved by the delivery of HR practices.  This development should be linked into the Data Management review.
7.3. Quick wins
The above building blocks will take time to implement, however there are some improvement activities that can be quickly undertaken which will have an immediate and lasting impact on reducing HR workload.  We have identified the following “quick wins”:
· Appoint an external Occupational Health provider.  Benchmarking research has revealed that …….. are currently entering into a partnership contract with other HE’s for the local provision of such services.  Goldsmiths could benefit from the research and negotiation already undertaken by these HEs;
· Address the increasing amount of casework by:

· taking measured risks and tough decisions in resolving or writing off irresolvable cases,
· identifying Departments with ongoing issues and provide intensive focused support in resolving these issues, including line management development and coaching,

· addressing the two main causes of cases:

1. sickness absence – by reviewing and monitoring return to work interviews, utilising (the newly appointed) Occupational Health provision, targeted communications and identifying creative solutions to enable staff to return to work more quickly;

2. harassment, discrimination and bullying – this is a worrying trend and action should be taken to develop and implement a Dignity at Work communication, awareness raising and development campaign for all staff, starting with focused training for Heads of Department.
· Build relationships with Departmental Administrators by organising monthly topic based lunches.  Rotating the lead between HR Partners and Departmental Administrators will reduce the individual workload and allow both groups to table topics for discussion, so developing a broader perspective of organisational needs and interests.  The lunches would also 

provide a good opportunity to update Departmental Administrators on progress made to date with the HR plan and build upon the relationships developed in the HR forum and GC Administrator forum;

· The working practices and procedures between HR and Payroll and Pensions require strengthening.  We recommend that the current location of Payroll and Pensions within the Finance Department is appropriate and a transfer of this service to HR could divert the HR function from other aspects of the change programme.  A team member from both HR and Finance should be tasked with reviewing the current working practices and processes across the two teams to identify areas of tension, misalignment and bottlenecks.  They should be supported in mapping, agreeing and communicating streamlined processes and new ways of working and therefore monitoring and measuring effectiveness for the next 10 staff transactions to ensure the new processes are fit for purpose.  This is a method used by …….. to great effect to resolve issues similar to those being experienced in Goldsmiths.
· Develop the HR team and individuals by:

· Organising externally facilitated monthly away days (or part days) to build a collaborative and cohesive team through celebrating success, sharing knowledge and planning for continuous improvement, ensuring clear allocated actions;

· Develop individuals by pairing senior “experts” with less experienced staff, and offering job rotation in the department.

7.4. Phase 2 development
A second stage of development can be undertaken once the foundation blocks of change are firmly in place.  These will be the activities which will support the HR team in moving towards the value creation aspects of the change model.  As with phase 1, team member involvement and project management will ensure measurable success is effectively achieved.  
We believe that, if phase 1 is successfully implemented, there will be no further requirement to increase headcount or costs of service delivery to achieve this transition.  In fact, as dedicated staff will be released from the completion of phase 1 projects, there should be an interim resource review in order to assess the opportunity to reduce administrative staffing levels.

This is the stage at which the “invest to save” model moves into the savings element, by increasing HR effectiveness to deliver creative, value adding solutions across Goldsmiths.

7.5. Management Information 

Upon completion of the development and update of the HR database, appropriate and meaningful reports can be produced.  The proactive use of such management information will enable both the HR team and line managers to track progress and quickly identify areas requiring support to improve and increase performance.  Organisations which monitor and quickly act upon fluctuations in performance are far more effective in controlling and reducing staff-related costs.
7.6. Strategic input

The HR Advisors and senior members of the HR team should be preparing to be involved in the next round of Goldsmiths’ business planning cycle.  HR Advisors should be active in supporing the development of Departmental strategies, particularly in the areas of staffing levels and capability development.  Through understanding and participating in developing Goldsmiths longer term (3 to 5 year) vision, HR will be able to look externally to other organisations, both public and private sector to identify best practice and identify creative approaches to shaping these to deliver solutions and new approaches that meet Goldsmiths current and future needs.
7.7. Annual Performance Reviews

The HR team should be supporting Annual Performance Reviews (APRs) by reviewing and developing a process which is flexible to meet the needs of the diverse requirements of all roles across Goldsmiths.  This is likely to result in differing approaches to APR which may also vary according to where individuals are on their personal career paths.  Opportunities to e-enable the process, thereby reducing paperwork and enabling reporting should also be considered.  
Supporting and coaching both line mangers and staff in preparation for and during the reviews will increase organisational awareness and ability to gain maximum benefit from the process.  Proactive assistance by Staff Development in providing guidance and support in meeting development needs identified during APRs will enable and encourage staff to perceive the process as adding value to them personally as well as to the organisation.
7.8. Entry and exit processes

A full review of both the induction and the exit processes should be undertaken.  Developing a slick, professional induction process with the flexibility to meet the needs of the diverse range of Goldsmiths staff, will increase new staff members’ first impressions of the organisation and should have positive impact on the satisfaction and success of newly recruited staff.  Similarly a review of the exit process to ensure that exit interviews are held and the information gathered is acted upon will add to the opportunities to increase staff satisfaction, motivation and, ultimately, increase organisational performance.
7.9. Reward and retention

Upon completion of the HERA project (in 2008), the existing 5 person team will be disbanded.  A reward specialist should be incorporated into the HR Partner team with a remit of identifying and developing a more flexible reward and retention strategy, to address the changing demographics of the Goldsmiths workforce. 
Proactive succession planning and career management will also increase HR’s value proposition by ensuring that Goldsmiths recognises and effectively plans to manage the impact of its aging workforce.  These activities will enable Goldsmiths to attract, retain and develop staff in an area (both location and profession) which is becoming increasingly competitive.
7.10. E-enablement

Phase 1 activities have focused on utilising Pyramid (the HR database) for record keeping and reporting.  Phase 2 should take the opportunity to research opportunities for exploiting all the functionality of Pyramid.  Investigating staff self service, on-line recruitment and e-learning will increase Goldsmith staff self sufficiency and reduce HR administrative burden.
7.11. Continued HR staff development

Phase 2 will see the HR team moving towards new ways of working and thinking.  Consideration should be given to the most appropriate way to develop skills and support individuals as the move away from transactional to change management, take up the role of internal consultants and become strategic thinkers.   Development through this challenging phase could be supported by the appointment of an external HR coach who would work with the team and individuals to share best practice and external thinking whilst enabling them to develop both the confidence and capabilities required to deliver and shape the HR offering which will best meet Goldsmiths needs.
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