PEOPLE |, AID.

Developing a

Human Resources
Strategy

Updated September 2009




Acknowledgements
This document has particularly benefited from the human resources
strategies, suggestions and thinking of:

[IED

Oxfam GB

Marie Stopes International

World Vision

Charles Whitehead, People In Aid facilitator October 2009

Author

People In Aid worked with Maggie Pankhurst, an experienced independent
consultant, to produce these guidelines, which draw on a wide range of
materials generously provided by People In Aid members and other
agencies.

Disclaimer

The information contained in this document is provided for information only
and does not constitute advice. Neither the authors nor the publishers
accept any responsibility for how you use the information and strongly
recommend seeking suitable (legal) advice before implementing
employment policy, as there may be specific legal implications in the
countries in which you operate.

© People In Aid 2008

Since its inception, People In Aid has been bringing together agencies
working in aid and development with the overall aim of improving the
management and support of their personnel — people who often face
difficult living and working conditions for the sake of others.

This handbook aims to provide some guidance mainly to organisations,
which are planning to develop a HR strategy for the first time or reviewing
an existing strategy. We hope that it will help you to plan your process and
to avoid some of the pitfalls along the way. For those agencies who have
already got a HR strategy, we hope that it will help you to think through how
to improve on the process that you used last time.

The People In Aid Code of Good Practice suggests that human resource
policies benefit the organisation most when staff have been involved in
their creation. We would also like to reiterate that for policies to be
effective, staff should be briefed or trained in their use and management
must ensure that they are implemented and their effects monitored.



About People In Aid

People In Aid is a global network of development and humanitarian
assistance organisations. We help those organisations, whose goal is the
relief of poverty and suffering, to enhance the impact they make through
better management and support of staff and volunteers.

The impact and effectiveness of relief and development operations
depends upon the quality of staff and volunteers and the support given by
an organisation.  People In Aid’'s very practical output can help
organisations enhance that quality.

Our Vision, Mission and Values

People In Aid’s vision is of a world in which organisations work effectively
to eradicate poverty and reduce suffering.

Our mission is to advocate, support and recognise good practice in the
management of people in the humanitarian and development sector
worldwide.

We achieve this principally by:
e Engaging and developing good relationships with our members

e Advocating good people management practice - gathering and
presenting the evidence that good people management enhances
organisational effectiveness through research and publications

e Stimulating and facilitating learning - creating opportunities for members
to learn from us and others through conferences workshops and special
interest groups worldwide

e Strengthening people management capacity - providing members with
access to HR services including diagnostic support from the HR
Services Team in People In Aid

e Recognising good practice and certifying achievement — guided by the
People In Aid Code of Good Practice and its principles, providing an
audit and certification framework, with the aid of the necessary tools
and skills, for members to use and be committed to, together with
publicly acknowledging the improvements and commitments
organisations have made to their people management practices.



We work towards the values which reflect those of our members and focus
on people. These values inspire us to be open and fair, to encourage
creativity and effectiveness and to work with integrity and compassion.

If you would like to find out more about People In Aid and what we do, or if
you know someone else who would benefit from our services, then please

Contact us:

Email: info@peopleinaid.org Website: www.peopleinaid.org




Table of Contents

L =T Y i
About People IN Aid ......cccciiiiiiriiiiirrrisess s s e anen iii
Our Vision, Mission and ValUES ...........oooeeeriioeieeeee e iii
1.  Why develop an HR strategy? .......ccccverrsmmnmmnsnmssins s ssssssssssssss s sssssanens 6
2.  What drives the development of an HR strategy?.......cccceemrremmrssmrssmsrsssrsssnssnnnns 7
3.  The role of the HR fUNCHION c....cereiicrr s s 9
4. Developing an HR strategy .......ccccummmmminnmmminsmss s s s sssssss s sssssmss e 11
4.1 Decide who is to be involved and hOW ..........cccciiiiiiiiiiin e 11
4.2 Define the business Strategy ........coecveeriiriiiiiie e 11
4.3 Analyse the CONTEXT ....ueiiiiiiie e 12
4.4 Identify bUSINESS NEEAS ......c.eviiiiiieiie e 12
4.5 Identify KeY HR ISSUES .......eoiiiiiiiiicec e 12
4.6 Develop the strategic framework ...........coooeiiiiiiiiiciicie e 12
4.7 Define specific HR strategies .........cooviiiiiiiiiiieei e 13
4.8 Assess HR capability and resources required.........cccccveeeiiiiiiieniiieeeniieenn. 13
4.9 Prepare action Plans..........ooi e 13
5. Issues t0 be addreSsed ... —— 14
5.1 Understanding the HR contribution ............ccccviiieiiiniiiiiic e 14
5.2 GELING DUY-IN ettt e e 14
5.3 ANGNIMENT ... e e 14
5.4 RESOUICING ...ttt ettt et e e et e s e e e e ennes 15
5.5 Monitoring and Evaluation ............ccccoiiiiiiiniiciec e 15
5.6 What 10 INCIUAE ... 15
5.7 Developing country programme Strategies.........cccoververieiiiniieii e 16
5.8 COMMUNICATION ...t 16
6. Using the People In Aid Code to develop an HR Strategy ........ccccerrrrmmrmnsssnnnnnnssanns 17
6.1 The People In Aid Code of Good PractiCe .........cccceveeeiieieiiicnienie e 17
6.2 Brief summary of the People In Aid Code implementation process............. 19
7. Frequently Asked QUESLIONS .......cccvrmmmirsmrmnsms s s s s s 20
Output from the plenary session on a previous People In Aid Workshop................. 23
9. Resources — further reading ......c.coccmriimmrnnnnmrrr 24
B YT oY= g o [T 26
Appendix 1: Framing HR Strategy .......ccoeioiriiiiieeie e 26
Appendix 2: HR Strategy at IIED: Issues & Challenges.......c..ccccceveviiiieiiiiieeeenne. 30
Appendix 3: HR Strategy at OXfam ........cccceiiiiiiiiii e 36
Appendix 4: The People In Aid Code & HR Strategy.......cccccvveviiiiiiiiiiiiee e 44
Appendix 5: Case study - World Vision, Nairobi October 2008 .............cccocercirnnene 52

Appendix 7: Marie Stopes International Team Development Strategy, 2007 ........... 62



During the 1980s there was a move in the corporate sector to link people
management with the business strategy. This move had been mirrored in the
not for profit sector. Whereas historically the contribution of the HR (or
personnel) function was seen as marginal in the development and delivery of
the business/organisation strategy, even in the more people-centred not for
profit sector, it is now seen by many organisations as central and as
constructively contributing to the organisation’s development. As a result of
this shift in thinking the role of HR has moved away from being reactive and
piecemeal to one which is key to the delivery of the organisation’s strategy
and thus less operational.

As HR has become more strategic there has been increased interest in
developing HR strategies which are aligned with the corporate strategy and
which ensure the efficient and effective delivery of the strategic goals.

The reasons for developing an HR strategy could include the following:

e [t enables the delivery of the corporate strategy

e It is a means of clarifying the role of the HR function and the resources
needed to fulfil that role.

e |t is a means of clarifying HR’s relationship with other parts of the
organisation.

¢ It helps to ensure the effectiveness of the HR function.

e By involving staff in the development of the strategy it allows them to input
to the development of the HR function.

e Itis a means of communicating what the HR function intends to deliver and
how it intends to work

e |t provides a basis for measuring the performance of the HR function.



It is possible that there is a range of different factors, which will drive the need
to develop an HR strategy. At any one time there may be one or more of the
following bringing pressure to develop such a strategy:

The development of a corporate strategy — will have implications for the
development and organisation of the people within the organisation leading
to a need to articulate the way in which these HR issues will be addressed
and how the organisation’s people will deliver the corporate strategy.

Chief Executive — a Chief Executive, who recognises that the
development of the people and the organisation are key to the
achievement of the organisation’s goals, will create the culture where an
HR strategy is seen as central and essential.

Board of Trustees — in executing their responsibilities, the board of trustees
may recognise that they need to assure themselves that the organisation
has the appropriately skilled, experienced and structured staff to ensure the
achievement of the organisation’s goals. To this end they may require an
HR strategy, which describes the goals for staff management and
development and describes how these goals are to be achieved.

The HR team — may itself drive the idea of developing an HR strategy, and
at the same time highlight the need for an organisation strategy if one does
not already exist. This impetus may arise because of the arrival of a new
head of HR or other new members of the team.

Growth/change — as an organisation grows and/or changes the need to
develop and manage the staff in different ways often becomes a key factor
in responding to the growth/changes. At this stage senior managers may
recognise the need to be more strategic in the way that staff issues are
handled.

A crisis — may highlight the need for the organisation to be more strategic
in its approach to HR issues. For example, an expensive employment
tribunal, which could have been avoided, may lead to a better
understanding of how HR can contribute to the organisation.

Staffing issues — such as high staff turnover or the inability to recruit the
right staff, may give the HR function the opportunity to demonstrate how
they can make a difference in these areas and lead to developing an HR
strategy for the organisation.

An external evaluation — may highlight the need to focus on HR issues,
which are impeding the work of the organisation. This may lead to an



internal discussion about how to improve these areas and result in the
development of an HR strategy.

Donors — may undertake an evaluation, which results in (or requires) the
development of an HR strategy as above. Donors may also be looking for
quality assurance indicators in a range of areas including HR and this may
prompt an organisation to adopt the People In Aid Code and/or other
management frameworks which will require the organisation to take a
more strategic view of HR.

Value for money — there is constant pressure on all functions within
organisations to show that they are providing value for money. The
development of an HR strategy can show what HR plans to achieve, how it
will do it, how it will contribute to the organisation’s objectives and what
resources are needed to implement the strategy. In this way HR can
provide measurable objectives and provide justification for its actions and
the necessary resources.



In the past 10 years there has been considerable debate about what roles HR
functions should be undertaking and how these are changing to encompass
the need for HR to be more strategic.

David Ulrich has led the way in this discussion with his model of HR
partnering, which originally included four main HR roles/activities and which
he has subsequently redefined with five roles, which are:

1997

2005

Description

Strategic Partner

Strategic Partner

HR partners with line managers in
a range of ways: business expert,
change agent, strategic HR
planner, knowledge manager and
consultant/facilitator.

Administrative
Expert

Functional Expert

This works on multiple levels:

— creating solutions to routine HR
problems

— creating menus of choice based
on best practice

— consulting with and adapting to
business needs

— setting overall policy and
direction for HR practices

Employee Employee Focuses on the needs of today’s

Champion Advocate/ employees and on preparing
Human Capital employees to be successful in
Developer future

Change Agent Also Strategic The Change Agent role has been

Partner amalgamated with the Strategic
partner role.
Leader The HR leader can function in

each of the above roles and in

addition:

— leads the HR function

— collaborates with other functions

— enhances the standards for
strategic thinking

— ensures good corporate
governance.




It is argued that adopting the Ulrich model of HR partnering will lead to the
restructuring of HR into three specialist areas:

e Shared services — a unit that handles routine HR transactions e.g. payroll,
advice, absence monitoring. Shared services are customer-focused and
the customers are able to specify the level and nature of service that they
require. An increasing number of organisations are out-sourcing some of
these routine tasks e.g. payroll.

e Centres of excellence — small teams with specialist knowledge who try to
enhance the organisation through innovations in HR practice e.g. reward
strategy, learning.

e Strategic partners — people who work closely with the organisation
leaders to develop and deliver strategy. Their role is to make sure that the
organisation makes best use of its people and has the people with the right
qualities to deliver the strategy. An important part of this role is to identify
HR issues that managers don’t see and to support managers in planning
and managing change.

The imperative for making the changes indicated above are:

e The need to reduce costs and for HR to demonstrate its value added.

e The need for organisations to have staff who are skilled, creative,
challenging, motivated, flexible and committed, if they are to survive and
prosper in the current environment.

e There are increased expectations of what HR can and should deliver to
organisations.

Organisations need to determine the roles they need their HR function to
perform and what the balance is between those roles. However, care should
be taken in interpreting Ulrich’s model, as some have found that adopting a
more strategic approach has resulted in them moving away from the
traditional role of employee champion/employee advocate, sometimes with
dire consequences for employee motivation and performance within the
organisation.

The process of developing an HR strategy should encourage a discussion of
the contribution that HR could make to the delivery of the organisation
strategy. The finalisation of the strategy will lead to an agreement on the role
that it will play in future and the ways in which it will work.



The UK-based Chartered Institute of Personnel and Development (CIPD) has
produced a toolkit for developing an HR strategy, which we gratefully
acknowledge, and reference in this section. The toolkit identifies a number of
steps, which will lead to the production of an HR strategy. These steps are:

Decide who is to be involved and how

Define the business strategy

Analyse the context

Identify business needs

Identify key HR issues

Develop the strategic framework

Define specific HR strategies

Assess HR capability and resources required
Prepare action plans

WoeNoO WM~

4.1 Decide who is to be involved and how

Participation is a key value in most INGOs and therefore it is critical to ensure
that the development of any strategy, and particularly the HR strategy,
involves the right people. This should ensure that the strategy is appropriate
to the needs of the organisation and is understood, accepted, resourced and
implemented.

A key part of this stage of the process will be ensuring that people understand
why an HR strategy is needed, how it will be used and what it aims to achieve.
This may require some considerable investment of time in organisations
where the potential contribution of HR is not clearly understood.

4.2 Define the business strategy

Where HR is proactively involved in the development of the organisation’s
strategy they are able to influence the decision making around the strategy
and to ensure that HR issues are understood, given full consideration and
incorporated into the organisation strategy. This approach puts employees
and the HR function in a more central position in terms of delivering the
organisation goals.

However, it is not always the case that HR people are fully involved and
listened to in the development of organisation strategies. Where this does not
happen, the implications of the business decisions for the current and future
workforce may not be considered or understood. In this case, the HR strategy
is more reactive to decisions already made and has to develop approaches
that “fit” or “match” the organisation strategy, rather than being an integral part
of it.

In ideal circumstances therefore HR staff should be involved in the
development of the organisation strategy. Where there is no strategy but the



HR function is anxious to have its own strategy, it will need to gain an
understanding of the mission, values and strategic direction of the
organisation through conversations and reading documents.

4.3 Analyse the context

It is critical to understand the context in which the HR strategy will be
developed and implemented. The following questions need to be addressed:

e What are the strengths and weaknesses of the organisation?

e What are the strengths and weaknesses of the current workforce?

e What is the current culture of the organisation? How does it currently
support or hinder the work of the organisation?

e What are the strengths and weaknesses of the HR function at the present
time?

4.4 Identify business needs

This is the critical stage of the process. The organisation strategy should be
analysed so as to identify the needs in terms of HR. Although the corporate
strategy may be short on detail it is important that the implications of key
objectives are thought through. This will include a consideration of:

Numbers of staff required

Location of staff

Types of skills and competencies needed
Ways of working

Structures

Change management needed

4.5 Identify key HR issues

The next stage is to identify the key HR issues that will need to be addressed
in order to ensure the effective and efficient delivery of the strategy. At this
stage, these should be grouped under broad headings such as organisation
structure, reward policy, staff development, communication etc.

4.6 Develop the strategic framework

Having identified the broad key issues that need to be addressed these can
be used as the framework for developing strategic objectives/goals for the HR
function. It is important that the strategic objectives are seen to relate directly
to the organisation objectives/goals and that they are in themselves
interrelated, mutually supporting and consistent. As part of this stage of the
process it will be important to determine the priorities for the organisation and
the sequence in which the HR strategy will be introduced.



4.7 Define specific HR strategies

At this point, it is helpful to define in greater detail what the specific parts of
the HR strategy aim to achieve, how it will meet specific needs, what
resources are required and what the priorities and plan for implementation
are. This then needs to be communicated, discussed and understood by key
people.

4.8 Assess HR capability and resources required

Following the detailed work described above, the HR function needs to
understand its own current strengths and weaknesses and to assess what
changes need to take place to ensure it can effectively deliver the HR
strategy. These changes need to be understood and agreed by senior
management. Where additional resources are required but cannot be made
available, adjustments may have to be made to the strategies — organisation
and HR.

4.9 Prepare action plans

Having had the HR strategy agreed and resourced then the next step is to
produce action plans for the implementation of the strategy.



In successfully developing and implementing an HR strategy the HR function
is likely to have to address a number of issues. These may include:

Understanding the HR contribution
Getting buy-in

Alignment

Resourcing

Monitoring and evaluation

What to include

Developing country programme strategies
Communication
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5.1  Understanding the HR contribution

In many INGOs there is a lack of understanding of the contribution that HR
can (and does) make. Before starting out on the strategy process, the HR
function should be very clear about what it contributes at the present time,
what it could contribute in future and the conditions necessary for this
contribution to be made. This should then be shared with other staff at all
levels — not just those in senior positions.

5.2  Getting buy-in

As with all change processes it is important to get buy-in to the process before
it starts (though some of the buy-in may come as the process develops). In
developing an HR strategy, it is critical to get buy-in from the senior
management team but it is also important that line managers and other staff
understand and are brought on board. If staff do not understand the purpose
of the HR strategy they may be cynical about what it is meant to achieve. It is
important to get people on side as early as possible. This is after all the one
strategy that directly impinges on the well being of all staff.

5.3 Alignment

The literature on HR strategies talks about how the HR strategy must be
aligned with the corporate strategy. Where HR is involved in the development
of the corporate strategy it is more likely that the HR implications of possible
decisions are thought through before the strategy is finalised and HR thinking
is integrated within the corporate planning process. However, where HR is not
involved in the decision making around the corporate strategy they may then
find that they have to produce an HR strategy that “fits” the corporate strategy.
This may lead to less than optimal use of the HR resources and be de-
motivating and frustrating for the HR staff.

Where the organisation does not have a formal organisation strategy the HR
staff will need to determine the mission, values and strategic direction through



conversation and reading relevant papers. They may find themselves leading
the development of an organisation strategy by default.

In organisations that are producing other sub-strategies e.g. programme
strategy, advocacy strategy, there needs to be alignment between those
strategies as well. The HR function particularly needs to be kept involved with
the development of sub-strategies as they will identify some of the detail of the
HR implications of the organisation strategy.

5.4 Resourcing

Where there is a good understanding of what HR can contribute to an
organisation and how it needs to operate, it is more likely to be able to argue
for the resources needed. Where this understanding is lacking it is likely that
HR will find it difficult to argue for additional resources and may find it is given
low priority. It is important for HR to be able to demonstrate its contribution so
that it can argue for resources. The size and nature of the funding of an
organisation may also affect the ability of the organisation to allocate
resources to HR. Having a strategy that clearly contributes to the organisation
strategy and which has measurable outcomes will help to justify requests for
additional resources.

5.5 Monitoring and Evaluation

One of the problems that is constantly discussed by HR specialists is their
lack of hard indicators of their contribution to the organisation. In developing
the HR strategy, it will be critical to have some key performance indicators
(KPIs) that will measure progress towards both the HR strategy and its
contribution to the organisation strategy. Identifying and agreeing these KPls
may need considerable investment of time. The KPls may include information
that is available from the internal management information system but could
also include information from staff surveys, benchmarking exercises with other
organisations and external quality assurance through standards such as
People In Aid and Investors in People.

5.6 What to include

The format of the HR strategy should be discussed at the early stages of the
development process but may change as the process develops. Some
organisations may already have a format that they use for strategies and HR
can follow this format amending it where necessary. Where there is no agreed
format this will need to be developed and agreed. It is important to remember
that there is no fixed format for an HR strategy. The organisation should
develop one that meets its own needs. More important than the final
document is the process for developing the strategy. Invest time in developing
an inclusive process and see it as an opportunity to engage staff and develop
their understanding of the contribution that HR can make.



An HR strategy may include:

A statement of the organisation’s vision, mission and values

A summary of the organisation’s strategy

A vision for the HR function

A mission statement for the HR function

A statement of how the HR function will be “expressing” the organisation’s

values

e The strategic objectives for HR — indicating the links to the organisation
strategy

e Key Performance Indicators

e Assumptions/risk analysis on the strategy

The format and content of the HR strategy should:

e Communicate to all staff what the strategy hopes to achieve (and perhaps
something about how it will be implemented)

e Guide the HR staff on the priorities for their work

e Give clear performance measures

5.7 Developing country programme strategies

In INGOs there will normally be an organisation-wide HR strategy. It is very
important to ensure that country programmes are involved in the development
of the overall strategy so that it reflects their issues. Following the
development of the overall HR strategy country programmes will normally be
expected to develop their own HR strategy. Head Offices should consider
what support they need to give to regional offices/country programmes to
enable them to develop their own HR strategy, which is not only in line with
the overall strategy but also meets their own strategic needs. For their part
regional offices/country programmes will need to ensure that the strategy they
develop meets their own needs and capacities. The guidelines in this booklet
should help in developing the strategy.

5.8 Communication

It will be critical to the success of the HR strategy that all staff understand why
it is being developed and what it hopes to achieve. The process for
developing the strategy should involve as much participation and consultation
as practical and there should be regular feedback to staff on progress.

The final strategy should be “launched” in a manner that gets both
understanding and buy-in from all major stakeholders e.g. board, senior
management, trade unions, staff associations, line managers, staff. The
strategy document itself should be “user friendly”, written in non-HR language,
easy to understand what is going to be done and how you will know if it has
been achieved.



6.1 The People In Aid Code of Good Practice

The People In Aid Code of Good Practice is an internationally recognised
management tool that helps agencies enhance the quality of their human
resource management.

The Code provides a comprehensive and sector specific framework relevant
to organisations of any shape or size.

As a management framework, it is also an important part of agencies’ efforts
to improve standards, accountability and transparency amid the challenges of
disaster, conflict and poverty.

It can be used to:
e plan and develop HR strategy
e monitor and evaluate the implementation of existing human resource
policies
¢ identify where improvements can be made
e demonstrate to key stakeholders that people are central to the
achievement of your mission.

It is an ideal tool for helping to develop an HR strategy and many
organisations have found the implementation process useful in guiding the
development of their own HR strategic framework or action plan.

The Code comprises a guiding principle ‘People are central to the
achievement of our mission’ and seven principles covering the main aspects
of human resources management.

Each of the seven principles is elaborated by a number of indicators, which
can help organisations identify the areas in which they might need to
concentrate performance improvement activities.



Guiding Principle
PeorE_AID | People are central to the achievement of our mission

People In Aid ) L.
Code of Good Practice Principle 1: Human Resources strategy
e Human resources are an integral part of our strategic and

operational plans

Principle 2: Staff Policies and Practices
Our human resources policies aim to be effective, fair and
transparent

Principle 3: Managing People
Good support, management and leadership of our staff is
key to our effectiveness

Principle 4: Consultation and Communication

Dialogue with staff on matters likely to affect their
employment enhances the quality and effectiveness of our
policies and practices

Principle 5: Recruitment and Selection

Our policies and practices aim to attract and select a
diverse workforce with the skills and capabilities to fulfil our
requirements

Principle 6: Learning, Training and Development
Learning, training and staff development are promoted
throughout the organisation

Principle 7: Health, Safety and Security
The security, good health and safety of our staff are a
prime responsibility of our organisation.

Taking the implementation process (below) as a guide, the four key stages
equate to the steps one might take to develop an HR strategy.

Beginning with commitment and buy-in from key stakeholders to embark on
the process of developing a strategy, the next step would be to engage with
stakeholders (internal and external where appropriate) in order to define
gaps, prioritise key areas in order to implement improvements. Equally, a
review of opportunities and threats would be in order. Once done, the
information gathered is analysed and prioritised and reported back to and
discussed with stakeholders. Those priorities form the basis of an action
plan, which is in effect a strategy, and addressing the actions (implementing
the strategy) might span over two or three years.



6.2 Brief summary of the People In Aid Code implementation
process

A detailed explanation of implementation can be viewed on our website
http://www.peopleinaid.org/code/implementation.aspx or downloaded in the
form of a free implementation manual
http://www.peopleinaid.org/pool/files/code/implementation-manual.pdf

Implementing the People In Aid Code is based on a process of social audit.
Agencies that formally commit to implementing the Code are recognised as
being ‘Committed to the People In Aid Code’, by People In Aid.

Implementation itself is evaluated through an independent assurance process,
enabling successful agencies to gain the second Quality Mark and be ‘Verified
compliant with the People In Aid Code’

The implementation process is a continuous cycle and has four key
stages:

1. Commitment, entailing scoping the
implementation process; planning for
reviewing organisational practices; ensuring
senior management commitment and
securing adequate resources for the
implementation process.

2. Stakeholder engagement, involving reviewing
organisational practices, consulting with
stakeholders to identify key issues, reviewing
findings and generating an action plan. The
Principles and Indicators of the People In Aid
Code provide a framework for the dialogue,
review, and analysis, and from this targets for
improvement are set.

3. Reporting and auditing, entailing the
preparation of a full report on how the
organisation has performed against the Code
and an action plan, which acts as the basis
for an independent external audit, and
ultimately, verification by People In Aid.

4. Continuous Improvement, where the
organisation implements its action plan,
monitors achievements against objectives,
and continues the social audit process in
accordance with the audit cycle.

Full support is available to implementing agencies from People In Aid
www.peopleinaid.org or email info@peopleinaid.org




. How can | convince my colleagues that it is worthwhile spending time
developing an HR strategy ?

Ensure that you and your HR colleagues are clear about what an HR
strategy can achieve for the organisation, how it will be developed, what it
will look like when finished and how it will be used.

Convince a few major players in the organisation, including at least one
member of the senior management team, preferably the Chief Executive
who will act as champions.

Set up a cross-organisation steering group to guide the development of the
HR strategy.

Develop a plan for communication and consultation about the strategy. This
is the strategy that affects all staff and volunteers and their understanding
and buy-in is critical.

Undertake a staff survey and/or focus groups to understand what is
important to staff and volunteers.

Understand the current strengths and weaknesses of the HR function and
also how others in the organisation perceive the function.

Decide how you can improve your performance, dispel the myths and
convince people of your contribution.

. How do we get staff to understand what HR does and how it can contribute
to the development of the organisation?

Be clear yourselves about what HR can contribute and how it does/could
do this.

Communicate your role to staff, possibly using discussion groups etc so as
to get feedback from staff.

Involve staff in the development of the HR strategy, individual policies and
procedures and HR plans.

Publicise new policies, procedures etc

Share your annual plans with staff.

Be prepared to spend time with groups or individuals explaining your role
and how you want to work with managers and staff.

Be flexible in what you deliver and how you do it so as to encourage staff to
see the HR function as supportive and available.

When you have been involved in a situation where you could have given
more help if you had been called in earlier, discuss this with staff after
having helped to resolve the issue.

Look for quick wins or visible actions that will demonstrate how you can
contribute to the organisation and the individuals in it.

Be seen to deliver.




. How do we get line managers to understand their role and how we can
support them in carrying it out?

Does your organisation have a view of what the role of a line manager is? If
not then this needs to be developed through a participative process.

The Staff Handbook should include a description of the role of the line
manager.

Job descriptions should clearly state the responsibilities of the line
manager.

Person specifications should be clear about the skills and experience
needed to be a line manager.

The induction and management development programme should help line
managers understand their role.

Ensure that the HR staff have a clear view of their role in relation to line
managers.

All HR policies and procedures should be clear about the roles of the
different parties including the role of HR and the line manager.

There should be regular training and updating for managers on new and
existing HR policies and procedures.

Appraisals should focus on the line management responsibilities of
managers as well as their functional management responsibilities.

Where 360-degree feedback is used as part of the appraisal process HR
should be asked to contribute to the feedback on line managers.

HR staff should understand the work of the organisation and be able to
“speak the language” if they are to be able to communicate with and
support line managers effectively.

Line management should be seen as something that the organisation
values and rewards (not only through money).

. In developing our HR strategy how do we ensure consistency, equity and
fairness across the whole organisation while remaining sensitive to legal
and cultural differences in our different offices across the world?

Work with stakeholders from across the organisation to develop the
strategy.

Develop a set of standards for HR policies and procedures, which are in
line with the values of the organisation.

Each country office/regional office should develop their own plans, policies
and procedures to meet their local circumstances but in line with the set
standards.

Ensure that each location has the necessary HR skills and expertise to be
able to develop the policies and procedures and to implement them in line
with the overall strategy.

Ensure that there is adequate support and training for both HR and other
staff.




Having regular contact (including some face-to-face contact) across the
various HR functions will encourage sharing and shared learning and lead
to greater consistency and adherence to the standards.

Seconding staff to different parts of the organisation can help to develop
consistency.

Seconding operational staff to HR can develop their HR understanding and
skills while at the same time helping HR to better understand programming
issues.

5. How do you monitor and evaluate an HR strategy?

It is critical to set up the monitoring and evaluation framework for the HR
strategy at the time of developing the strategy.

The strategy should be written in such a way that it allows information to
be collected to monitor progress against the objectives.

The strategy should contain a limited number of key performance
indicators — monitoring these will give a clear view of the progress of the
strategy.

The systems for collecting information for monitoring the strategy should
be set up at the beginning of the implementation process.

In addition organisations can benchmark themselves against other
organisations (inside or outside the sector) perhaps using People Count
(see references) as part of this process.

External accreditation through People In Aid or other management
standards can also provide evidence of achievement of standards.

Staff surveys, exit interviews, complaints/grievance processes can also
provide evidence of progress, or otherwise, towards the strategic HR
goals.

Staff should be involved in the monitoring and evaluation processes.

It is important for the credibility of the HR function to show that it is
accountable to all its stakeholders i.e. all staff, volunteers and trustees so
the monitoring and evaluation outcomes should be shared as widely as
possible.

Finally the HR function itself needs to monitor and evaluate its work to
ensure that it is achieving its goals, focusing on the priorities of the
organisation, making best use of its resources and constantly seeking new
ways to improve its performance.




Output from the plenary session on a previous People In Aid
Workshop

Do

get the operational side of HR right before attempting to move on to the
strategic work

create ownership within the organisation — particularly with management.
understand the politics of the organisation.

use a consultative process for developing the strategy.

make clear the links between the organisation strategy and the HR
strategy.

communicate regularly about the purpose, process and progress on the
strategy.

be realistic about your ability to deliver and about the resource
implications.

identify and deliver your quick wins.

finally get something out — even if it is not perfect. Just make sure it is
“good enough”.

Don’t

do it in isolation from the organisation.

do it yourself.

take total responsibility and ownership — it has to be a shared effort.

set unrealistic objectives.

just focus on the written output — the process is at least as important.
forget to cost it.

think of it as something separate or stand-alone — it has to be part of the
whole organisation development plan.

do it if you don’t need to. (Some organisations have HR and organisation
development as part of their organisation strategy. In this case the next
step is to produce an HR implementation plan not a separate strategy.)

be afraid to take risks and to move on from where you are.
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Appendix 1: Framing HR Strategy
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Strategy = ‘a plan designed to achieve a particular long-term aim’
‘Road Map’

Strategic = forming part of the long term plan’

HR Strategy includes:
Choosing what to do and choosing what not to do

Knowing what the organisation stands for, where it is going, where it is
now, and how it is doing

HR strategies may look different in different organisations
Process and speed of development?

HR strategies change; things may get missed

Slide 2
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1. Strategic Analysis — analysis of the environment,
opportunities, mission and objectives

2. Strategy Development — strategic options have to be
developed and then selected

3. Strategy Implementation — selected options have to
be planned and implemented
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Corporate strategy, or new strategic directions
Growth / organisational change

External change

Organisational performance

Donors

Chief Executive

Crisis

Staffing issues

AN O NN
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Start with your environment — scan it for opportunities to seize upon, trying
to make the best of what you find.

You resemble a bird, searching for a branch to roost on in a large tree.
You see more opportunities than you can make use of —
the whole forest, many trees, and many branches.

You cannot stay up in the air for ever, and your decision may be arbitrary,
and may be risky.




Slide 5

— PEOPLE |, AID.

Start with your organisation and what you do best — where you are at with the skills and the
experience that you have.

In this app you a squirrel climbing that same large tree.
This time you are starting from the trunk, from familiar territory, working your way up
cautiously, deciding on the branch that suits you best at each fork.

You only have a few alternatives to choose from at a time — but your decision, because it is
made on a limited number of options, is likely to be informed and less risky.

The bird makes single big decisions, the squirrel makes many small ones.
The squirrel may never become aware of some of the opportunities that the bird sees, but he
is more likely to know where he is going in the near future.

Slide 6
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»What is special about HR’s role in INGOs?

»Role is not to take over people management
from line managers

»Current use of Ulrich model & ‘HR partnering’?
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Strategic HR Change Leader
Participate in strategy creation Build capacity for change
Ensure HR practices are aligned Teambuilding and workgroup dynamics
with business strategy Personal leadership

Develop the organisation (skills,
future resourcing)

[People ]

Effective basics Employee Champion
Create infrastructure by developing| Coach managers in people management
HR processes Listen to employees and represent
Deliver cost effective administrative their needs
expertise Mentoring, consulting, communication

Customer service
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» What skills do our people need to deliver the
organisational goals?

+ Can we develop the skills of the people we have?

» If we need to attract...hnow and from where do we
attract people?

+ How do we want to assess and measure the
performance of our people?

» How do we want to reward them?

* How do we want to continue to develop them?




Appendix 2: HR Strategy at lIED: Issues & Challenges

Slide 1
HR Strategy @ IIED
Issues & Challenges
Slide 2
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About IIED

- Policy research institute: sustainable
development

» Work with partners on “policy that works” from
“global to local”

» 2008-09: Strategy process — new 5-year
Strategic Plan; teams organised around objectives




Slide 3

Strategic Plan 2 4

Goal 1: Tackling the resource squeeze
Goal 2: Climate Change

Goal 3: Cities for People and Planet
Goal 4: Shaping responsible markets

Institutional Priority 5: Communicating & Influencing

Institutional Priority 6: Governance
Institutional Priority 7: Investing in institutional performance

Slide 4

Strateqic Plan 2 4

* Three phases for strategy development:

» Objectives Goals/ IP

+ Team Leaders for each objective

. detailing specific projects /
key results / progress measurement
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Organisational
Understanding
& Buy-in

Slide 6

Clarity, understanding & commitment to Institute’s
mission, vision and values

HR’s role in developing, demonstrating and
defending org values

STEP 2:

Understand the organisational culture(s)

HR’s role in shaping org culture
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Build, demonstrate and market the strategic
importance of the HR function:

> Role of Head of HR

> Role of HR within organisation; importance of line

managers
> Build trust, respect, integrity

» Demonstrate impact/value-added through operations
» Attend departmental meetings etc.

» Grasp nettles, even if they sting

» Employee Survey

Slide 8

Input into the strategic planning process &
spotting strategic ‘entry points’:
» Understand Drivers, Choices, Priorities

> Share in the “top-down, bottom-up” conversations &
dilemmas

» Understand where HR can drive change / shape org
climate

» Promoting exchanges on potential role of HR to help
deliver strategy in ‘reactive’ way

» ‘HR-branded’ inputs outside HR Strategy
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STEP 5

+ Build HR Strategy with clear priorities, ‘what
success will look like’, links to rest of strategy

+ Analyse & ensure alignment within overall HR
Strategy

Slide 10

Communicate, Consult and Engage

» Open presentations
» Union engagement
» Individual meetings
» Internal Newsletter

Departmental agendas

Management Team agenda
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Monitor and Evaluate

» Use of Metrics — Employee / Pulse Survey

» Internal interrogation
o Peer Review
o Management Team
o Board of Trustees
> External interrogation
o Donors
0 Action learning set

o Benchmarking




Appendix 3: HR Strategy at Oxfam
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Oxfam works with others to
overcome poverty and suffering.

Campaignin?

Humanitarian

Development

6,000 staff in 70 countries 20,000+ volunteers in UK
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Our work in 2009/10

Our People Our Challenges Our Income
Wie wil focus on delivary through W walll monitor and iespond te the. Crvar the nest 11 mankhe, we am 1o
Gkkoal Ecanomi: Fecsssion thimugh achievs o fotal Income of £273m arcl

- Il o mest the Inefarore have £ 198 avalabi for
pviiagiry w"m" D Brograimine wotk

* Ensums mat we 38 an organisaton
rEmain radevant and sfiective Jurng
Ihis Time and Tat we eMerds in & atrong
sconamic posttion.

NZ N2 N

planning and processes.

Our Programme

This year we will wark with others to foous on the following sreas of our programine:
+ Campaign on elimate change
- Imioe disaster preparadness and response
«Impi and agricultursl prociuction

* Implement the Natianal Changs Strategies
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Focus: Strategic
impact

Shared
Business
Agenda

Business
Manager

HR Business
Partner

Access to Support and Specialisms

Focus: Centres of

Coc;lSl:t‘f«Tf HR Operations Expertise Focus: Deep Expertise in
and Efficig key HR areas

HR proces

expertise

| Employee
| Relations
Staff Data |

[ Management ng & ‘f;
Pay & Benefi A [nformation Development ==
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Business | Centres of
Partners Expertise

[ Leadership |.
Team

HR Support
Services
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Ensuring Alignment

What is required by the Organisation’s customer/funder(s) ?g———

}

To meet their needs what must the Organisation deliver? gm———

i

How can HR support managers and employees to deliver this? ey

i

How does HR need to organise itself to meet the needs of the
stakeholders and deliver the organisational goals? —

How do managers and employees contribute to what the Org. delivers? < I
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International People Strategy

gi);fsai:::\ [ OXFAM WORKS WITH OTHERS TO OVERCOME POVERTY AND SUFFERING ]

People Management is Oxfam operates as a truly We understand our
People central to quality global organisation in the workforce capabilities
Strategy | programme management way we manage our people | | 2 leverage them across
Vision the world
People Recruitment Programme
Strategy 5 HR i - Management Health &
strands | & Resourcing Basics Skills & Quality || g | eadership Reward Safety

[People Strategy Objectives ]

Slide 10

Performance Management

Gestion des OXFAM
Performances PERFORMANCE
Oxfam MANAGEMENT

Oxfam
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Talent Management

The key activities within the formal organisational process

High Potential
Identifying our high potential
individuals across the
organisation and providing
developmental interventions
and opportunities that
allow them to grow

Succession Planning
Identifying our critical positions
across the organisation and
identifying successors to these
posts. Managing the
deployment of individuals to
ensure sufficient succession
cover for these posts

Succession These positons are captred

on From 1: Succession

Planning Planning Template

These individuals are captured
on From 2: Rising Stars
Template

Learning & Wo Performance
Development & Resource Management
Workforce & Resource Plannjng
Planning

Identifying the future
resourcing needs of the
organisation both in terms of
staff movement and skill
requirements

These positions are captured
on From 3: Workforce
Planning Template

Slide 12

Employee Engagement

Staff Survey - Benchmarked Questions

| feel committed to the organisation's goals

Oxfam 97%
Peer organisati 91%
Charity / Not for
Profit 82%
Financial 7%
0% 20% 40% 60% 80% 100% 120%

Actual wording of Oxfam statement — | believe strongly in what Oxfam is
trying to achieve
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Staff Survey - Benchmarked Questions

Senior management provide effective leadership

Oxfam 7%

Peer or

Financial

Housing Associations
Charity / Not for Profit
Central Government

Local Government

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%

Actual wording of Oxfam statement — | find that the managers at the top of
Oxfam are clear on what they want to achieve
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HRD’s Lessons/Top Tips

1. Keep it simple — and never let up on the basics
. Don’t keep changing with HR fads and fashions

—if it’s good enough stick with it

. Remember that empowerment and accountability

are 2 sides of the same coin

. Be clear what must be managed tightly (non-

negotiables) and what can be more flexible

. Think about how much diversity of management

style is acceptable — how much risk are you
prepared to take?




Appendix 4: The People In Aid Code & HR Strategy
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The People In Aid Code
&
HR Strategy
Slide 2
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Who are we?

People In Aid’s vision is one of a world in which organisations
work effectively to eradicate poverty and reduce suffering.

« Created by NGOs, for NGOs; responding to sector need

« Aglobal, not for profit, HR network of more than 150 agencies working
in the international development and humanitarian sector.

« We help organisations increase their impact through better people
management and support.

www.people.i.naid.cr
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People In Aid - our focus

Advocacy / promotion of good practice
Strengthen people management capacity
Facilitate & stimulate learning
Recognise achievement of good practice

Global operations; Regional presence

UK/ Europe, USA, Central America, East & Horn
of Africa, Australia / Asia Pacific

Working through partnership

AID.
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An internationally recognised
management tool.

The People In Aid Code of Good Practice
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“People are central to the
achievement of our mission”

Guiding Principle
People In Aid Code of Good Practice, 2003

www.peopleinaid.or

Slide 6
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The Code of Good Practice

Principle 1: Human Resources Strategy
Principle 2: Staff Policies and Practices
Principle 3: Managing People

Principle 4: Consultation and Communication
Principle 5: Recruitment & Selection

Principle 6: Learning, Training & Development

Principle 7: Health, Safety & Security

www.peopleinaid.or
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Wy become a member of Peaple In Aid?
«The organisation has access to

+Divarsa network of members
sspecialinterstGroups & et

The Member Journey

iy tant for an organfsation &
tain sty hark 2 e Raly certiied

£y Peapten ki

Trecraantatien ans re:ognluuw:m

et o can vanat o

resslingprodie andp bl i e ues of

the Quality i

e oot oud |

<takehalderscan e you are working
Towtards the highest standerdsef people
maneg

it important for an organisation to
abtain Guatty
“Thecrganation teverecogioniom
ople In A1d and the uz2 of the Quallty Mark
ot

“The argsnizaton i demonstrating s

mitment to the continual improvement
TR practica i pesp Aem.mem nt
“Theorzanisation engages

el o Hemeias ity sratogk
for o ovement

+The organisation improves and therafore

ame key areaof people

CurrentPeople pansgementprctie,
olicy. case studies and People In Aid

publication:
~Hewsletter BE-circular
«Shaping People In Al s agenda
«The AGH and gavernance process.

nagerment &z a resultof using the HR
s Foutn HR anusl and or seff urvey
+The dataprovidsd by the organisationcanbe
used for

Faen oo in g prosessand il fesl

<hat their vokcs has been heard

By obtainingQuality Mark 2. {¢ helps show
are supported, mvolvad and valued

+The organisation can hor racogniticn

for its people management policies and

practice

+The or zanisation can gain recagnition as 3

teader in human rz-ource mansgament

“Pearsand potentialem cyes:
enise the organisator s sh employer of
o

<Tep talent may ba attracted to the
erganization

studes for other organisations.
+The organisation continues to have acces: 1o
Services, taols and diagnostic support

e
«HR cansultancy at reduced rates

mto enhance the mpattol an
organiationts prozramme:

+By boosting employee engagem:
Dot iy hesheen ks 1 rease

“raffwrnovar and enhance.

“EBigstep
‘the Code of Gaod
+Support with the member journey to 2
obtain Quality Mark |

retention
«The orzanization contines to have sccess to
R 5ervces, tools and diagnostic suppart
throushout the process

Quality
Mark 2
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Membership

Why become a member of People In Aid?
Access to:
Diverse network

« Special Interest Groups & Networks

« Conferences & discounted workshops, services

« Current People Management practice, policy, case studies and People
In Aid publications

« Newsletter & E-circular

« Shaping People In Aid’s agenda

« HR consultancy support at reduced rates

« Support with the member journey to obtain Quality Mark 1

PEOPLE| AID
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Membership

Types of membership
« Full
« Associate
e Partner
« Associate

”
PEOPLE [ ADD

~—
www.peopleinaid.or
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Certification - recognising good people
management practice

Organisations can be accredited by People In Aid,
through a two-stage quality mark process:

Quality Mark 1 - “Committed to the
People In Aid Code”
Quality Mark 2 - “Verified compliant with the
People In Aid Code”

www.peopleinaid.or
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Quality Mark 1

o Public commitment to the Code of Good Practice &
two of the following:

- HR Manual
- HR Audit
- Employee Survey

Committed
People In Aid Code

2009

Slide 12

— PEOPLE |, AID.

Quality Mark 2

Two ways to full certification:
« Using existing systems & practices

« Using the Implementation Manual and producing a
report

Both ways are externally verified

People In Aid Code




Slide 13

— PEOPLE |, AID.

Why do people stay or go?

Reasons for leaving

Changes to persuade longer
service

Better pay and terms
elsewhere

Better pay and terms and
conditions

Poor leadership values and
culture

Better leadership

Lack of career opportunities
and growth

Career paths and better
prof. development

Burnout, disillusionment,
frustration

Better work life balance

Slide 14
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The Code & HR Strategy

Some examples.......

« Certification - recognition for commitment &

achievement

« Staff have engaged and are supported, involved and

valued

« Assessment tool - HR Audit & Employee Survey

« Working towards the highest standards of people

management

AlD.
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The Code & HR Strategy

« Staff motivation - evidence that staff engagement and
good people management systems increase productivity

» Good people management systems can reduce unwanted
staff turnover and enhance retention

o Attracts the right people - seen as an employer of
choice.

» Donor recognition

www.peopleinaid.or




Appendix 5: Case study — World Vision, Nairobi October 2008

F \;1
WorldVision ‘-I‘\

People&Culture

Africa People & Culture:
FY09-11 Priorities
for

Building World Class People
Capability
Across World Vision Africa

WYV Africa People & Culture September 2008

Critical Organizational “People” Challenges werldvison
D

People&Culture

No Partnership wide LEADERSHIP strategy:
= Shallow succession pools

= No integrated management/leadership development
= No cohesive talent identification process

= Poor ‘culture / DNA'’ reinforcement in leaders

= Subjective, non-credible senior appointments

Inconsistent drivers on ENGAGEMENT:

= Incongruity in values and practice (valuing people vs. ‘chew up, spit out’)
= Pressing employee well-being needs

= Highly variable contractual / benefit arrangements

Lack of enablers & strategies developing ACCOUNTABILITY:

= Poor accountability for performance / follow-through

= Culture of poor consequence management

= HR tools / systems do not support the front line in managing performance

Lack of Partnership wide DEPTH OF TALENT:
= Poor workforce planning

= Shallow talent pools

= Lack of competitiveness in attracting in key markets

= Gender/diversity goals not reached despite activity

Lack of global focus on talent — top 200
Lack of coordination of development, career and learning

Our people challenges are deep and wide. We need to act now.




Hackett: An External View of WV HR World Vision

Hackett Findings:

+ World Vision does not have a scalable HR Service Delivery
Model in place today

More than 80% of Stakeholders perceive HR’s involvement in
traditional HR services as Reactive, Limited, or Not involved

Almost 66% of HR FTEs are focused on transactional
activities and staffing services compared to 49% for World
Class

Only 16% of data management is automated compared to
29% for Peer and 61% for World Class

At $999 per employee, Total HR investments are significantly
lower for the in-scope processes than Peer or World Class
suggesting substantial underinvestment

Source: Hackett Group, 2007

World Vision

Our Delivery Model is Ineffective

Only 6% of total resources allocated to HR planning and
strategy

Stakeholder perception of HR as administrative, slow,
inflexible, gate-keeper and at worst a blocker of progress

Client needs _
misalignment

Duplication of effort and cost due to decentralized
Decentralization e structure

Poor Project management, Business Acumen and
Strategic analysis and planning

—_ Low level HR skills across technical knowledge, and
‘thought leadership’ across Talent, Leadership,

Skill set mismatch to
stakeholder needs

Performance
= High error rate — due to poor automation/manual
processes
Low level = Mini i i i
: R inimal self serve resulting less flexible service needs
Automation 9

= HR applications — vast and lacking integration

Source: Hackett Group, 2007




World Vision HR Technology Investment is Significantly
Low Against Peer and World Class Companies

World Vision i

People&Culture

creating value through people

Technology Cost as a % of Total HR Cost (includes Technology Cost ($) per FTE
salaries and other costs) $23 582
)
95% 90% 85%
EEE EIE $13,594
5% 10% 15%
World Peer World- $2,095
Vision Group Class -
= Technology ® | abor, Outsourcing and Other —
} - World Vision . Peer Group World-Class }

Technology Cost ($) per Employee
$2
$187

$50

WV Africa’s staff strength has TRIPLE in the past decade. In the same
period, investment in our People and HR has stood still / gone backwards,

Source: Hackett Group, 2007

People Solutions to Critical
Organizational “People” Challenges

World Vision l

People&Culture

We have identified the
following strategic

Four Broad Strategic

creating value through people

These lead to the next steps of

priorities for the
Partnership:

Priorities

priority action:

Leadership

Compelling LEADERSHIP

+ Build the capability and depth of
our global leadership group and
cadre of high potential employees

Leadership
excellence
throughout ~ WV
Africa

Engagemen
t

ENGAGED Workforce

= Create a committed, engaged
global workforce

= Ensure employee well-being

Support the
well-being and
engagement of
our ‘front line’
people

Accountability

ACCOUNTABLE

+ Establish a strategically aligned
performance culture

Improvements in
the infrastructure
and processes
that link it all
together

Depth of Talent

DEPTH OF TALENT

« Attract, develop and retain a
diverse and skilled global
workforce

I 1 1

Building the next
generation of
talent

Organisational Transformati
5




Lead World Vision

Gold Standard Leadership

Leadership Excellence throughout World Vision Africa

Building leadership capability across World Vision is critical and fundamental to our mission:
it is also probably our largest deficit.

Global P&C focus will be:

« ldentifying and selecting emerging management and leadership talent
» Implementing stepped management development strategies aligned to key career

points
» Using leadership development to preserve World Vision’s ‘story’ and reinforce our
cultural ‘DNA’

Africa’s specific interventions / priorities for FY09-11 will be to:

» Establish Regional Leadership & Talent Development Unit

» Establish coordination of existing leadership and technical capacity building programmes
» Establish succession planning process & talent pools

» Establish senior leadership development programmes (for various levels of leaders eg.
Upscaling TEAL, programmes for NDs and regional leadership)

+ Align with global leadership development priorities

Engagement This must be our priority — er_15uring that our AR
people systems work where it counts most.

Front Line First

Support the well-being and engagement of our ‘front line’ people who are WV's face, hands, heart.
They are also the group we are in most danger of taking for granted.

+ Equipping and enabling our staff (preparation, skills, etc)

« Intentionally promoting well-being and engagement (refreshment / renewal of staff / families;
work / life integration strategies

» Upgrading existing front-line HR processes / systems / tools
« Enhancing HR service delivery and capacity
+ Stimulating innovation from the front-line

Africa’s specific interventions / priorities for FY09-11 will be:

« Upscale SALTI to provide a more holistic Africa-wide staff wellbeing solution (SALTI Integration project)

« Increase Crisis Incidence Situation Management capacity

« Develop model for staff retention in hardship countries

« Design and implement new service delivery model - HR Business Partnering model — includes
developing business partnering skills in P&C staff (Lift up the bench strength of HR)

« Conduct Staff Opinion Surveys that have clear management / leadership accountabilities

« Harmonising regional HR policies

« Equip front line staff and managers in basic people management skills and processes.




Accountability Without measuring how we are tracking, the
effectiveness of our efforts will not be clear

World Vision

Smart Processes & Systems

Improvements in the infrastructure and processes that link it all together. Our focus on
accountability, initially, will be on three fundamental drivers:

Performance & Reward Management Performance & Reward Mgt
+ Seeking strategic alignment (balanced scorecard) « Establish Performance & reward mgt unit
+ Providing simple performance tools and processes, with « Establish Africa P&C balanced scorecard
accessible training and guidance + Establish & conduct Africa-wide salary
* Monitoring follow-up action and consequence management surveys — especially for leadership
+ Reinforcing with sensible pay and reward processes positions
HR Systems + Establish competitive pay plans for all
« Will require several years of build and investment to get to a categories of staff
stage that will adequately support our strategy + Implement HAY Job grading & pricing at
- Global IT and Global HR will joint venture to begin this build, RO &NO levels . .
with small steps and adaptation of current systems at first, + Complete CFP roll-out and build capacity
leading to a more integrated end-game over time to enforce consequence management.
+ Begin move to new Operating Model HR Systems
HR Metrics + Procure Africa HRIS system that can
+ We will focus on a few critical metrics: those things that serve both Region and NOs
evidence tells us provide genuine leverage + Develop P&C knowledge databases eg.
+ We will also ensure that key initiatives are anchored to Africa P&G Team Room
human capital impact rationales. HR Metrics
+ Our goal will be to provide a quarterly review of how we are + Determine with NOs those few critical
tracking against our strategy. metrics that can be measured to provide
evidence of improvement.
B

Workforce & Capacity : Find, WoddVidion

Depth of Talent
Get, Grow........

“Talent Pipeline” - Building the next generation of talent

If there is a ‘war for talent’, then World Vision is fighting on all fronts. To ‘win’ this war, we need to:

« develop a ‘talent mindset’: a passionate belief that great talent is essential and every leader
committed to that goal

« craft a winning employee value proposition, globally: a distinctive, attractive and competitive
reason that draws people to World Vision and makes them want to stay

« pursue a targeted recruiting strategy: identify new markets and sources of talent, recruit
ahead of plan, inject new skills and perspectives, remove barriers to mobility

« create systematic and pervasive development opportunities: build clear career pathways and
stretch opportunities; remove barriers to mobility; increase feedback and institutionalize
mentoring, supplement with focused training.

Africa’s specific interventions / priorities for FY09-11 will be:

< Identify new recruitment pools for talent / human resources in WV non-presence countries in West Africa.
« Conduct capacity assessments to understand the gaps of skills / competences and design solutions.

« Institutionalise strategic workforce planning (including development of key talent pools)

« Revamp regional orientation of employees to WV values, culture, story

« Establish HR and Change Management certification programmes.

We need to creatively strengthen the way we deepen our talent reserves. 9




Organisational Transformation: World Vision

The LEAD Strategy will need to be supported by a parallel review of our
organisational and functional structures, if it is to have the desired impact.

Build organisational transformation capacity in the partnership.
Develop change management tools and processes

Build in change management in global initiatives from design stage through to
implementation.

Policy reviews

Africa’s specific interventions / priorities for FY09-11 will be:

Build organisational transformation capacity in the Region and NOs
Provide change management tools and simple processes.

Provide technical assistance in conducting organisational reviews and
designing new structures that will support growth experienced by NOs.

Support the Regional Office and NO redesign process.

Support implementation / roll out of policy changes and new policies (eg. I&RR)
Implementation of Regional Support Services Units

Harmonise regional HR policies

World Vision

Reality Check

The global direction has been given and the plan is in place.

The regional priorities are firming.

Our regional team is coming together to deliver and action planning
underway.

People & Culture are now taking the LEAD......

But how serious are we?

Do we really want a strategic HR response that cuts through and
transforms?

If so, we need to confront some fundamental realities around:
Investment

Structure / Influence

Functional Reporting Line

Executive Leadership & Decision-Making
Orthodoxies

o kw0~




World Vision

HRIS and HR Knowledge databases — $ 90,000
Regl support for RO/NO organisational reviews & policy implementation—  $ 90,000
Salary surveys driven by the region — $150,000
Staff Opinion surveys — $150,000
SALTI Integration (regional support) — $ 25,000
HAY Implementation ($4,000 per NO) — $100,000
West Africa Recruitment Networking project — $ 25,000
Conducting capacity assessment (WAA Pilot) technical support — $ 20,000
Staffing (regional technical and project coordination staff - 6) — $850,000
Strategic Capacity Building: (Use Train-of-Trainer approach as much as possible)

— Leadership development programmes driven by the region — $300,000

— General Management and People Management skills — $300,000
—  Coaching for Performance - $ 75,000
— Change Management Certification — $310,000
— HR business partnering and HR management skills - $200,000
— Customer service orientation - $ 90,000

— Staff care / Stress management capacity building (eg. CISM) — $ 75,000

— Integrity & Risk Report training & implementation - $ 80,000




Appendix 6: Marie Stopes International presentation, 2007

HR Strategy - case study

Marie Stopes International

Jan Carver
Team Development Manager

Marie Stopes International

» Partnership of c40 country programmes
* Prevention of Unwanted Births

* Children by Choice not Chance

* Values Driven

* Team Development

= Emergent Strategy




MS| HR Strategy

= Values Driven
* Focused on Business Objectives
= Strategy?

Strengths:

Focus and Direction

Concise — quick to produce & used
Easily Understood
Integrated with Operational

Accountability and Responsibility
= Responsive and Flexible




Preparing the Strategy Document

= Starting from Values & Business Objectives
* Functional Goals & targets

* General Approach & Broad Supporting
Actions

= Bullet Points — limited detall
= Agreed & Shared

Using the HR Strategy

Team Goals & Objectives

Personal Objectives
Resource/Time Allocation
Development Activities




Appendix 7: Marie Stopes International Team Development
Strategy, 2007

1)

To provide increased support to both UK-based International Division and
MSI Partner Programmes, in the form of:

a) Increased technical assistance (TA) visits to Partners (during 2006, 2
visits were provided; aim for 2007 is to offer availability of 4-6 trips).

Where appropriate, incorporating capacity building and coaching in
Team Development/HR to other MSI/Partner team members.

b) Produce support documentation for on-going or future use, throughout
the Partnership, by Team Development or others e.g. audit checklists,
training modules.

c) Arranging and facilitating training when required eg Leadership training
for Partners, Induction (design and coordination) for MSI Australia.

d) Produce a framework for employing and supporting MSI employees
based overseas (expats, placements etc.), including standardising
packages and systematising support. On-going management of
international workforce.

e) Launch alternative ways of working for MSI e.g. internships,
fellowships, and volunteers.

f) Increased availability to advise UK-based team leaders and team
members on HR matters.

g) Any other areas identified by Programme Support teams (team leaders
to advise what support they would like).

Organisation Values/Culture: to enable MSI to evolve in directions it
wishes to while holding on to the organisation’s core values. Team
Development’s role is to facilitate discussion and identification of what is
important to MSI going forward, leading to strategies to ensure this takes
place.

a) Arrange a workshop for Team Development and Senior MSI Managers
to explore management of values and relationship with culture etc.

b) Create a framework for defining scope of accountability, responsibility
and authority for Team Development (individual and team levels) that
may then be rolled out to other teams.

c) Pro-actively champion Leadership Behaviour, including setting and
supporting the achievement of targets.



Senior managers (SMs) in MSI and Programme Directors (PDs) need
to gradually extricate themselves from involvement in the operational
activities of the organisation, in order to devote time to other activities
e.g. allowing time to think, to adopt a more strategic approach, to coach
and develop their teams etc.

By end 2007, all SMs and PDs will have released 25% of their time
from operational consideration.

In order to do this we need to ensure that the right level of ability and
resource is available at the next level, coaching and support for
individuals to delegate and move away from their comfort zone.

By the end of 2007 all SMs and PDs will have made concrete progress
in terms of restructuring their teams to enable this to happen.

Talent identification and management. Need to change our mindset so
that we become talent scouts for the MSI of the future. This particularly
impacts on recruitment and development activities where we need to
look at an individual’s potential beyond the current job.

Target: 33% of all CMs and PDs appointed will be internal candidates
(2007)

50% of all CMs and PDs appointed will be internal candidates
(2008)

Dignity at work. At the Global Workshop, agree a statement of
principles and a code of professional conduct, based on consensus
across the Partnership.

Other:

a)

Recruitment: linked to the website redevelopment, review all aspects of
recruitment — from look and content of ads, to the method of applying
and how the process is administered with a view to streamlining an
administratively intensive process and improving its effectiveness.

HR database to be rolled out to team leaders, providing more readily
available management information to support team leaders in the
management and development of their teams.

Investors in People accreditation due for renewal July 2007.
Review and revise (if necessary) MSI benefits.

Improved management of performance by team leaders. Target: all
appraisals to be completed on an annual basis.
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