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[bookmark: _Toc325877798][bookmark: _Toc298928572]EL 1: Case: Developing a HR Strategy Map for COOL-AID
The case in the text asks you to address two issues: (i) illustrate the link between strategic objectives in each theme area and (ii) identify examples of initiatives and measures for C1, C2, L3, and P4.
This case helps in providing a better understanding of the Balanced Scorecard and the linkages between different perspectives: client, finance, process, and learning and growth.
(i) Linking objectives within theme areas. The general strategy map for Cool Aid is summarized below and in Figure 2.5 in the text.  The first issue to be addressed is how this strategy map can better illustrate the link between the strategic objectives in each theme area.  Normally, in constructing strategy maps, the objectives in each theme area are connected with areas. This can be done by using arrows to connect the various objectives in relationship to a strategic theme.  




[image: ]


It is easier pictorially to take the above strategy map and illustrate the connections between objectives for each separate strategic theme: expand supportive housing, provide community shelter services, provide holistic health services, and ensure secure long term funding. This is illustrated below with the arrows linking the objectives in each of the theme. These strategy maps were developed by managers and staff in Cool Aid.  
The assumption is that there is a semi-causal linkage between objectives in each perspective of the BSC strategy maps below. 



[bookmark: _Toc64384993]A - Expand Supportive Housing 
There is a pressing need for a substantial expansion in the number of supportive housing units we can provide in order to reduce the waiting list of those in need. 

Like many cities, Victoria has the challenge of responding to people who are in need. These are people who are mentally ill, have addiction problems, or for some other reason are in need. In response to the need for affordable housing, the Victoria Cool Aid Society has opened a number of facilities, including Swift House (26 apartment complex), Pandora project, (32 apartments for adults), Mike Gidora Place (45 units low income housing), Johnson Manor (safe housing in the downtown core), Fairway Woods  (32 units for people who are seniors & homeless), and Aberdeen (45 units supported living for seniors).  Through partnerships with other agencies, Cool Aid allows clients to access a number of different housing options. The intake promotes accessibility to affordable, appropriate housing for those most in need. 
[image: ]Increase work/life satisfaction 


J. Barton Cunningham, Strategic Human Resource Management in the Public Arena, Palgrave 2016


[bookmark: _Toc64384994]B – Provide Community Shelter Services
We provide and advocate for safe, supportive, and healthy shelter services for everyone who needs it.  

The Victoria Cool Aid Society (Streetlink and Sandy Merriman House) seeks to build a community capacity to respond to those in need who do not have other alternatives for a safe, supportive, and healthy shelter. We are the contact point with those on the street and have an opportunity to, not only assist them, but to introduce them to other alternatives that improve their health and quality of life. The Board and Society recognize that we must inform the community about the need to expand and improve shelter services to respond to the increasing demand. Over the next five years, we expect to renew and expand our shelter program.
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[bookmark: _Toc64384995]C – Provide Holistic Health Care Services
We provide holistic health care services to reduce harm, promote wellness and treat illness for people who are marginalized, homeless and hard to house.

Community Health Services provide integrated health care and support services to clients including primary care, mental health and addiction services, dental care, pharmaceutical services, alternative health care and community integration programs.  Services are client focused and integrated by physical proximity and case management.  There is a pressing need to expand both the availability and range of services to meet rising demand.  We expect our services will relieve pressure on general emergency services in the community and provide enhanced health outcomes for our clients.
[image: ]Increase work/life satisfaction 

[bookmark: _Toc64384996]D – Ensure Secure Long Term Funding 
Our long term success in achieving our mission depends on the continued financial support of a broad range of funding agencies. We must strive to develop multi year funding arrangements and diversify our sources of financial support.

To realize our vision, Cool Aid will require both significant capital funding and a major expansion in ongoing support for operations.  Ongoing operating costs are likely to increase substantially over five years as we expand shelter, housing and health care services.  We recognize that the Provincial government will increasingly devolve funding support for agencies like Cool Aid to local authorities and all government agencies will be under continued pressure to improve accountability and demonstrate value for money. 
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(i) Examples of initiatives and measures for C1, C2, L3, and P4.  The following chart illustrates examples of initiatives and measures for different objectives in the strategy map. 
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[bookmark: _Toc325877799]EL 2. Developing a SHRM BSC Strategy Map
The SHRM-BSC is used as a tool to pictorially illustrate how HR objectives and initiatives can be aligned with the strategic themes an organization is pursuing.  It also encourages HR managers to play a facilitative role in assisting managers in line departments strategically focus their initiatives and activities in meeting the needs of external clients or customers.  So, how can HR assist line managers implement the strategic objectives illustrated in the strategy map in the previous section (EL 1)?
In the preface, we suggested that the SHRM-Balanced Scorecard (SHRM-BSC) builds on the BSC to show how various HR strategic objectives can be aligned to the organization’s strategic objectives. The SHRM-BSC framework is based on the assumption that HR strategic objectives are aligned to help line managers responds respond to the organizational strategic objectives. As such, strategies are initially aligned to respond to interests or needs of the line managers or the internal customers or clients that HR is responding to.
	The customer orientation has ushered in a profound transformation in the way public services are designed, and particularly the way an organization’s strategic HR objectives are linked to internal customers or clients (line managers).  As in the general Balanced Scorecard framework, the SHRM-BSC summarizes four perspectives arranged in a semi-causal chain and encourages HR to develop objectives and initiatives within each of the different perspectives. So, after articulating HR objectives to respond to internal clients, practitioners can define objectives within the internal process, learning and growth, and financial perspectives. Internal process objectives relate to internal efficiencies within HR and learning and growth objectives are those focused on improving motivation, general abilities, and empowerment in relation to service, and practices in recruitment, selection, and training. Finally, the financial perspective articulates objectives for compensating and rewarding people.[endnoteRef:1]  [1:  Hong, Y., Liao, H, Hu, J, & Jiang, K. (2013) Missing link in the service profit chain: A meta-analysis review of the antecedents, consequences, and moderators of service climate. Journal of Applied Psychology, 98: 239, 237-267.  ] 

In illustrating an example of a SHRM –BSC, we interviewed managers in Cool Aid and asked them to identify how HR might help them in achieving their strategic objectives. (as identified in the strategy map in the section above or in figure 2.5 in the text). They were asked the following questions:
1. What key roles can HR best perform to help you achieve your objectives?
2. What are some positive ways that HR has helped you in the past? What are examples of these?
3. What are some functions or activities where you have needed HR to perform better? What are examples of times when you were frustrated with HR activities in this organization?
4. What are the roles and ideas you would like to see HR do in the future to help you achieve your objectives? 

Answers to these questions helped develop an SHRM Scorecard for Cool Aid around strategic themes relating to:
[bookmark: _Toc69105019]1. Providing a positive work environment for managers and employees 
[bookmark: _Toc69105020]2. Delivering Effective HR processes
[bookmark: _Toc69105021][bookmark: _Toc69105022]3. Providing Policy Guidance To Managers
4. Providing Clear HR information and procedures
Later, a fifth strategic theme was identified:
5. Increasing community and client volunteer participation

[image: ]

Task: 
Using the worksheet below, define initiatives and measures/markers for objectives related to objectives in the above strategy map.    
                                                                                
[bookmark: _Toc68231150][bookmark: _Toc69104412][bookmark: _Toc69105024]HR’s Strategic Objectives 
	[bookmark: _Toc68231151][bookmark: _Toc69104413][bookmark: _Toc69105025]Client Objectives- What specific services can HR deliver to each of its client groups – corporate, housing, shelters, health services, and staff? 

	
	
	Initiatives
	Measures

	C1
	To create a safe, positive, and motivational work environment 
	
	

	C2
	To deliver effective HR processes for recruitment, selection, performance management
	
	

	C3
	To be a resource for HR practises, policies and procedures regarding legal &  ethical responsibilities 
	
	

	C4
	To standardize HR policies and procedures across program areas
	
	

	C5
	To develop activities that increase volunteers and client for community development
	
	

	[bookmark: _Toc68231152][bookmark: _Toc69104414][bookmark: _Toc69105026]Financial Objectives -  Can we demonstrate how HR services have saved money and time? How have we reduced costs and improved decision-making?  

	F1
	To illustrate the value of HR service and report on this in HR Annual report
	
	. 


	[bookmark: _Toc68231153][bookmark: _Toc69104415][bookmark: _Toc69105027]Internal Process Objectives- What HR business processes deliver the client and financial outcomes we expect?

	P1
	To assist in implementing HR processes for managing volunteers, Information management on benefits, compensation, disability, privacy legislation
	
	

	P2
	An integrated and standardized effective performance management system for providing feedback and progressive discipline
	
	. 

	P3
	A system for recruitment, selection, and compensation 
	
	

	P4
	To develop an employee orientation and training program 
	
	

	[bookmark: _Toc68231154][bookmark: _Toc69104416][bookmark: _Toc69105028]Learning and Growth Objectives- In delivering it services, how can HR assist  with (i) developing policies and procedures, (ii) offering advice, (iii) ensuring compliance with HR policies, procedures, collective agreement and government legislation, (iv) serving as a consultant, and (v) providing services?  

	L1
	Develop Inclusion mechanisms for developing a positive working environment 
	
	

	L2
	Develop employee and managerial and employee competences to be used for HR systems and processes
	
	

	L3
	Define labor relations and legislative needs of managers 
	
	

	L4
	To define HRIS System Needs
	
	

	L5
	To increase opportunities for community and clients to develop skills and knowledge, awareness, and networking
	
	




[bookmark: _Toc325877800]EL 3: Case: Cutting the Budget[endnoteRef:2] [2:  Grobman, G. Cutting the Budget at the Harristown Family Service – Case Study. The New Social Worker, The full case can be found at http://www.socialworker.com/nonprofit/management/The-nonprofit-management-casebook-cutting-the-budget-of-the-harristown-family-service/] 

The Harrison Family Services has been the pillar of the community’s social service net, and during Sarah’s tenure of 20 years, the agency had grown from 11 to 55 employees.  The $6 million operating budget came for a mixture of fees for services, government and private donations. The strategic objectives focus on providing social work services to clients.   Sarah began the meeting with staff: 
‘As you are aware, there have been rumors about the upcoming board meeting and what actions the board will take to approve a balanced budget for the next fiscal year. The board has directed me to come up with a plan of recommended expense cuts and income enhancements to balance the budget. To this point, no firm decisions have been made, and everything is on the table. The purpose of this meeting is to get some ideas from all of you on how we can achieve what we need to achieve, which, at this point, appears to be a minimum of a 25% retrenchment. This is not good news, and I am not going to sugar-coat what I have to tell you.’[endnoteRef:3] [3:  Ibid.] 

Sean piped up. ‘We could reduce the heat, take out some of the light bulbs and reduce the inventory of office supplies.’[endnoteRef:4] [4:  Ibid.] 

‘Sean, this is a serious meeting…. Bill, what are your ideas?’ ’[endnoteRef:5] [5:  Ibid.] 

There are several ideas which affect the HR in the organization including retirement, layoffs, freezing travel, training, and conferences. 
‘Well, even if we adopt both of Sean’s suggestions, we would still need to close about a million dollars in projected deficit for the current year,’ he began. ‘I’ve considered a few possibilities that would get us closer to where we need to be, but none is without pain. First, we simply have to stop hiring folks to fill the four vacancies that we have been advertising. Second, we can accelerate staff retirements, and offer modest bonuses to those who agree to retire early. We can freeze all training, travel, and conferences—although if we do so, we would lose any potential savings from Sean’s suggestions. To avoid layoffs, we can cut hours, like California State government did, or we might promote job sharing to save on personnel expenses. We can deplete our meager endowment, and perhaps sell off the land we purchased in 15 years ago for expansion. We could cut salaries and benefits. Lots of organizations already were requiring their employees to pay a higher share of health benefits even before the current economic crisis. We could start using volunteers or non-licensed professionals to handle some of our counselling duties. And, it goes without saying, we need to increase our fees to those who can pay market rates and be more selective about our marketing strategy so that we are not inundated with requests for services that will hemorrhage our resources. Anyway, that is my short list.’[endnoteRef:6] [6:  Ibid.] 

Discussion Questions
· Make a list of the serious suggestions which you will use for increasing income and cutting expenses mentioned in this meeting. 
· What are the benefits and limitations of each?

_________________________________________________________________________
	#
	Initiative
	Funding Saved

	1
	
	

	2
	
	

	3
	
	

	4
	
	

	5
	
	

	6
	
	

	7
	
	

	8
	
	

	9
	
	

	1
	
	

	1
	
	

	1
	
	





[bookmark: _Toc325877801]EL 4. Policy Questions Defining HR Values and Priorities
In developing HR objectives, managers have to discuss and debate certain policy questions defining their HR philosophy and values relating to motivation, retention and training.  The following is a partial list of questions that are important in developing HR policies for defining this philosophy of values. 
1. What is our policy for designing more meaningful and enriched work (job enrichment – see Chapter X on Job Enrichment)? Do we believe that enriched job designs will result in more satisfied and productive workers? 
2. What is our policy in regards to external and internal recruitment? What are the advantages and disadvantages of each approach?
3. Do we want to encourage a strategy of internal recruitment and career development? Can we develop the training and experiential opportunities to effectively implement this?
4. How can we develop an environment where we are an employer of choice? 
5. What is our policy for training everyone for all potential jobs or focusing our training on employees who we regard as having higher potential?
6. How do we meet our commitments to equity goals for the four designated groups and for older employees? 
7. What is our policy on eliminating people when jobs are no longer needed versus retraining redundant workers for new jobs? Is it easier to hire new employees?
8. How do we work with the union in workforce planning?
These and other questions are the heart of setting objectives in a workforce plan.

Task:
In small groups, assign the role of facilitator to one group member. The facilitator is asked to chair a discussion in defining objectives related to 2 policies. 
1. Define the policy questions that are more important for you to address.
2. Given your review of the policy, define objectives in following areas: (i) responding to clients, (ii) being prudent financially, (iii) being efficient and effective, and (iv) improving your capacity to learn and grow. Try to connect the objectives causally to illustrate a strategic theme.   
3. For each objective, use SMART criteria to improve the statement of the objective. 
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