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ABSTRACT

The aim of this thesis is to use qualitative research to investigate and analyse how humal
resource risksire understood and managed in practice and how to efficiently manage HR
risk in a cost effective way. The reseafcadding to a very limited corpus in the literature

I was conducted in public sector organisations in the UK. The author argues that HR risk
management should be conducted in a systematic way. The Managing HR risk framework
proposed in this thesis could be used as a practical guide to enable HR practitioners tc
manage HR risk more effectively.

The thesis finds that, in order to effectivelpmage HR risk, a culture change is required at
both HR department and organisational level; the prevailing risk averse culture should
change to a more flexible, strategicaibcused and less formalised process. From the
analysis of case studies, the authotes that HR practitioners should be aware of their
position in a HR conflict; they need to be neutral, fair, and supportive during the process of
managing HR risks. It is concluded that qualitative factors will influence the process of
managing HR risksuch as power, organisational culture, management style and

skill s/ competenci esé

It further suggested that organisational isomorphism learning enables organisations to leari
from past experiences, and to improve HR risk management. It also recommaeatded th
simulations offer an excellent vehicle for improving the process of managing HR risk by
equipping HR practitioners with the right skills and experience.

Through the analysis of the results of interviews, two valuable case studies, and simulation
thisthesis offers new directions for the future research of human resource risk management
Simulation could be used to help HR practitioners to improve the ways of managing HR
risk, simulation useeal-l i f e cases for trainingnatkerismd

understanding of holistic events, and apply new skills, attitudes in practice.
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CHAPTER ONE: | NTRODUCTI Ol

1.1 1 NTRODUCTI ON

In this chapter, the author will provide an overview of the study. Firstly, the research
rationale is introduced, and the research aim and objectives are outlined. Secondly, the
research methods adopted for this study are described, and the researdregptamed.

Finally, an overview of the thesis structure is presented.

1.2 RESEARCH RATI ONALE

Understanding human behaviour and perfor
capital; as employees, typically, are an organisation's most valuabletandnerable asset
(Ulrich, 2005). It is acknowledged that human resources are an organization's tangible asset
(Verreault, et al, 2005). There is an increasing body of reseassdd literature addressing

the importance of various human resource peastifor organisational performance
(Ichniowski & Shaw 2003, Pfau & Kay 2002, Bontis & Feénz, 2002; Laursen & Foss,
2003). In other words, much of this literature focuses on variations in enterprise
performance tied to the management of human resourtkerefore, managing human
resources has a great impact on organisational survival and success (lvancevich, 2007
When things go wrong with staff it can be very disruptive and expensive, even equalling the
cost of other types of crisis: for example, fared flood. Thus, managing peopkdated risk

should be regarded as an increasingly vi

According to Lam (2003), every employee within the organisation could be considered as a
risk; interestingly, as well dseing a source of risk, humans also bear the responsibility of
managing the risk. HR activities are necessary to keep HR in harmony with the risk
management tools adopted by the management team. Because the risk management decisi
is carried out by peop|®iR can ensure that in the organisation the right people are in place,

trained, motivated and rewarded, which is essential to success in risk management.



In addition, human resource related risk is associated with higher organisational risks which
mean gople are the top risk facing enterprises (Pyne & McDonald, 2001; Beatty, et al. 2003;
Tower, 2006). In the literature of managing risks in the human resource context, different
studies have focused on various dimensions of human resource managemestuSigse
have focused on safety risk management processes to enable and facilitate the health at
safety issues in the workplace (Markel, 2007), such as in project management; other studie
are focused on international human resource management (Dowlialy £999), for
example managing of human resource during Organization Marge. Elsewhere, the emphasi
is on the risks of various compensation strategies (Wiseman, et al, 2000), for example
rewards, compensation and pay. The management of risk throughveffietruitment,
management and training has also engaged academic scrutiny (Erven, 2004). Althoug!
some studies emphasise some aspects of managing risk in a human resource context, t
fact remains that little research on the nature of managing humanraesask has
previously been conducted in a systematic way. This thesis is a small contribution to
advancing this systematic analysis.

Erven (2012) argues that risk management and human resource management have not pe
sufficient attention to HRelatedrisks. In reality, HR or line managers are not considered

to have any relationship with managing risks. Therefore, managing risk is outside of their
normal remit for responsibility (CIPD, 2006). As a result, the importance and impacts of
managing human seurcerelated risks have not been fully recognised or highlighted by
HR professionals or by organisations.

An effective human resource risk management strategy needs to address all risks in :
comprehensive and systemic manner (Mitsakis, 2014). The QBUB) report showed that

a majority of employers had invested in managing the risks of serious employee injury and
noncompliance with regulation and law. Only a minority believed that these presented a
significant risk to an organisation. Meanwhile, atheeas required urgent attention from
senior management and HR professionals, such as loss of productivity due to absenteeisl
or staff turnover; losing staff to competitors for reasons related to employee management
and changes in demographics influegdine people management dimension. Thus, there is

a need for HR functions to adopt more strategic and holistic approaches, and to work



together to maximise organisational productivity and minimise overall corporate failures
(Markel, 2007).

Another importat reason for managing HR risk is that the costs of HR failures are
potentially gigantic, and the impact of HR failure could damage the organisation in many
different ways. Bontis and Fiznz (2002) state that, on average, organisations spend 15
percent 6 their operating expenses on compensation for human resource failures. In
addition, with developments and changes in the legislation, organisations have focused ol
emphasising the importance of managing HR related risks, as the costs of managing suc
risks are enormous especially when the organisation fails to effectively manage HR risks,
incidents can end up as tribunal cases. In those situations, the organisation may face a b
tribunal bill. According to statistics published by the Ministry of Justivere were 39,567
employment claims raised in the Employment Tribunal in Scotland, England and Wales
between August 2012 and March 2013. Organisations could face paying large compensatiol
bills if they lose the case; for example, according to the statistied above, in the case of
unfair dismissal the maximum award was £3,402,245, the median award was 5,016 and
the average award was £11,813 (Clark, 2014) (See Appendix 1

However, those figures did not take account of lost business or opportaodigsng from

a riskaverse culture, and staff not being able to take up these opportunities because they al
tied up with long and complex staff management processes. When considering the cost o
managing human resource failure, in most situationsitt@dial costs are highlighted.

There are nom®conomic costs of human resource failures which are generally ignored.

In addition, compared to the private sector, the way paglator disputes are dealt with has

|l ess t o do majoritylof pelio sectar wortkerewhdi take on their employers in

the tribunal system end up settling the
(Mcllwain, 2011). There is a pattern whereby very few cases end upopearhearing in

a tribunal;rather, mostclaimants either withdraw their claims or strike a deal with the

employer, signing confidentiality agreements in the process.



For exampl e, since 2009, there have been
Belfast. Six of these were withdrawafbre they reached tribunal. Eleven were settled, with
eight of those bound by a confidentiality clause. Thus, over 72% of settled cases were boun
by a contract to not disclose any information regarding the agreement. In another example
since 2009, 16 aims have been lodged against the University of Ulster, of which 14 were
withdrawn before they reached tribunal. One case is still ongoing and the other was won in
favour of the university; however, the university spent £67,282.45 on legal fees to fgyht th
equal pay case (Mcllwain, 2011) (More detail see AppendiB)l In order to prepare for
those employment claims, when normally lawyers are involved, public organisations either
use inrhouse legal specialists or they are hired in; those legal costetatierough specialist
employment insurance or directly from their funds. However, importantly, the costs listed
above are only the financial cestvhich can be calculatetiere are certainly other impacts

or damages that those HR risks bring to theanigation. Therefore, there is a need to
systematically consider those costs or damages of HR failure at the early stage of managin
HR risks.

In reality, although the traditional administrative and complidyased activities still form

an essential padf HR, a strategic approach is being more widely welcomed and adopted,
especially when HR tries to prove their strategic contribution to the senior management
(Purcell et al., 2003; Stevens, 2005; Tower, 2006; Mitsakis, 2014). The management of HR
and maaging risks are, typically, handled in isolation (Erven, 2004, 2012). However, their
relative impact on each other and on the whole organisation canhotitee in this way

(Hall, 1987;Markel, 2007). A strategic approach to HR enables HR departmestpltoe

their role in supporting organisational operation, providing an avenue for demonstrating
organisational value. During this process, managing HR risks enables this strategic
approach to be implemented.

Although there is little existing research tbe nature of HR risk management, currently
there is no definition of risk management in human resource contexts. Hence, according tc
Smith's (2002) risk management definition, it is a set of actions taken by individuals or
corporations in an effort to tar the risks arising from businesses; the author provides a

working definition as follows:



AHuman resource risk management is the s
or line managers adopt in order to manage risks arising fronptbeesses of managing

people 0

The initial interest in the topic of managing HR risk started from the author's working
experience. The author had worked in different departments at two international hotels for
almost five years before she started her ®lastt s degr ee. During th
in the private sector, for a majority of the time the author worked within the HR department
or worked closely with the HR department. After she finished her MSc International Human
Resource Management degrde author spent three months on a work placement for her
CIPD certificate in a local authority in the south of England. During that time, the author
had the opportunity to be trained within different functions of the human resource
department within thatauncil.

Compared with her private sector working experience, working in the UK public sector was
an entirely different story. For example, the author noticed that within that council,
empl oyees are all owed to haveoudbeconsidered h s
unrealistic and impossible in the private sector. Also, in order to encourage the absent
employee to return to work, that council intmogd a particular departmenthe
occupational health department, aiming to reduce the cost of absent The author also
noticed that senior staff of the human resource department spent quite a lot of their time
dealing with staff conflict and complaints. Most interestingly, she discovered that this
council has a department of eight HR professionale sgecialise in dealing with staff

grievances, staff complaints, and providing training for line managers and supervisors.

From attending the management training program in that council, the author noticed that
most training was based on theories of hovweanduct human resource activities or deal
with conflict situations. However, it was hard to see the effectiveness of that training.
Overall, the cost of those activities for managing HR problems wittah council was
significant.The work placement expience made the author start to question the importance
of managing employeerelated problems. Therefore, after reviewing related literature on

risk management and human resource management, the author identified a gap in th
5



academic world concerning Higk management. In other words, neither risk management
nor human resource management paid enough attention to HR related risk. Coupled witt
the author's personal experience, the author believed that this topic deserves to be studie
in depth. Thereforewhat follows is a deeper consideration of how efficient HR risk
management is, and how HR risks could be managed in-aftestive and efficient manner,

than has been presented previously.

13 Al M AND OBJECTI VES OF THI S THESI ¢

The aim of this research is to critically investigate and analyse the current practice of risk
management within the human resource context. The research will attempt to demystify the
links between HR and risks; critically explore the meaning and signdecaf human
resourcerelated risk management, and explain the importance of adding managing risk to
HR practice, through interviewing HR professionals and union representatives within the
public sector in the south of the UK (Higher Education and Loc#idkities), coupled with

two valuable case studies and a simulation programme.

The objectives of this study can be summarised as follows:

a I nvestigate therehatedtraindkangt of HRIRpr o
u Expl ore t-hel wagd HRsckusr raernet Inyaniang eodr gani
a Examine the problems and challenges of
a l nvestigate the opportunities for mana
a Devel op an HR risk management framewo

publ i c sector amav witdhanc e/rmgiatnii gattiiomsof

14 METHODS AND RESEARCH CONTEXT

As explained above, managing HR risk is important and critical to the success of the
organisation; however, little research into managing HR risk has dwe®iucted before.

The data used in this research is qualitative data. The research methods employed in thi
study are interviews, case study and simulation. The author conducted twenty extensive
interviews with HR professionals and Union representativeapture a worldview of their
understanding of HR risks. Two case studies (Vicky Battle and ®e@sigl Council, Dr

Stone andhe University of Middle England) were designed according to-ligalcase

studies.



This research is the first study of its #ito use realife case studies in order to examine the
current practice of HR risk managing in the public sector. In fact, access teliferease

was difficult and especially challenging, as it involved individuals and required significant
supportingdocumentation. When the focus is on the UK public sector and higher education,
the situation becomes more challenging. These two case studies that happen to be from tt

UK public sectors will be used to provide indicative evidence of practice more widely.

In addition, a simulation programme was designed according to thedsease study (Dr
Stone and th&niversity of Middle England); the simulation was conducted at tHeUK?
System Society conference (UKSS) in September 2013. This study is tmed@atch use

of a simulation in order to capture what alternative means could be evolved to handle cast
studies such as are collected here. The author used simulation to explore the possibility o
managing HR risk more effectively and efficiently. Aftenguaring the literature review of
related theories and framework with the interview results, case studies and simulation, the
author analyses the main findings and research results. Most importantly, the author
attempts to design the managing human resofresaework which provides the best

practice guide for an organisation to avoid or minimise the damages of human resource risk:

15 RESEARCH STRUCTURE

This thesis contains eleven chapters, which have been divided into three parts. The first pal
of the thes starts with an overview of the study, followed by a review of risk management,
human resource management and human resource risk management, coupled with &
explanation of the research methodclapter one the author provides an overview of the
study, presenting the rationale of the research, and explaining the aim and objectives anc

clarifying the structure of the study.

In chapter two, the author reviews the literature on risk management, starting by
introducing the history of risk management séisdfollowed by risk management strategies.

In chapter three, the author reviews the literature of human resource management by
explaining the definition, how HR functions, and followed by the strategic focus of strategic

7



human resource managementchapter four, the author reviews the theories about human
resource risk management, and explores the problems, challenges and methods of managil
human resource risks. An-tepth literature review of relevant academic articles and other
sources of secondadata have been conducted to ascertain the related theories about risk
management, human resource management and human resource risks. The theory and t
concepts that appear in the literature provide the theoretical foundation for this research. Ir
chapter five, the overall methodology of the research is explained. It examines in more
detail the collection of primary data. It explained the research strategy, case study approact
interview and simulation. Moreover, the process of analysis of data atichitagions of

the research methods used are presented at the end of the chapter.

The second part of the research concerns empirical investigation, which explains the
primary and secondary findings of this studyclhapter six,the author presents thestdts

of interviews with HR professionals and union representatives about managing HR risk,
according to the aim and objectives of the studghlapter seven andchapter eight, two
valuable and representative cases (one from higher education, one fabigolaernment)

were selected and studied, with the aim of revealing a picture of what is currently happening
in reality. Inchapter nine, the author presents the details of the simulation exercise which
was based on the second case study featured irh#sst The simulation is designed to
allow the author to understand how systemic failures occur in human resource managemen

and the strategies to improve decismaaking that can be used to enhance resilience.

The third part of this research is the synthesis of theory and praxdbapter ten, the

author presents the main findings and analysis of the research results according to the ai
and objectives of the study. thapter eleven the author summarises aodncludes the
study. Research contributions are acknowledged, a framework/checklist of best practice of
managing HR risk is developed, and research limitations and future potential research

directions are explained.

16 CONCLUSI ON

Managing human resourcekis an important part of human resource management and it

is critical for the all organisations. In this chapter, the author explained why the topic of
8



managing HR risk should be studied, the aim and objectives of this research, briefly
explained the metids involved in this study, and the achievements of the primary research.
Also, the structure of the thesis is presented. Before returning to and analysing the primary
research, the literature review will be presented in the following chapters, expldiaing

related theories and frameworks in more detail.

As this research is aimed at critically examining HR management, and integrating risk
management into HR, it will be of benefit to review the theory about the related subjects, in
order to gain a betteinderstanding of the topic. Therefore, from the next chapter, the author

will review the literature of risk management, HR management and HR risk management.



CHAPTER TWO: LI TERATURE REVI |
MANAGEMENT

21 1 NTRODUCTI ON

With the increasing uncertaintgomplexity and multiplicity of new technologies, it is
impossible to predict the hazards and potential consequences precisely (Beck, 1992
Borozioc, 20053. Risk has become recognised as one of the most important organising
principles and influential concepts in contemporary society, about bothmade and

natural hazards, in response to an increasing number of types of risk and their frequencies

Neithe risk nor risk management is a new discipline. In the main, risk studies were brought
in as a decisioimaking tool to examine environmental issues in the 1990s. Howheer, t
concept of risk means different things to different people. It is difficulgteeaa definition,
because the term Arisko is used in diffe
of their background (Borodcizc, 1997; Zinn, 2008). Vlek and Keren (1991) summarised

some formal definitions of risk:

a Probabilitgonéegunéderser ed

a Seriousness of (maxi mum) possible unde

u Mu l-attit ri bute weighted sum of component

a Probability x seriousndigspeofogdntessred

a The probability weigphttedinsdemi néd at dn:
expected | oss)

u Fitted function through the graph of
undesired consequences

a Semivariance of possible undesired con

a The varianceonfs egllulengessiodl enean expect

U Weighted combination of various param
possi ble consequences

a The weight of possi b(lilesnodesi cethpaoalsk

desired codisdeeguences

10



22 REK MANAGEMENT STUDI ES

The first systematic human risk analysis can be traced back to theHugplisates valleys

of Mesopotamia in 320BC (Borodzicz, 2007) They were used by consultants advising
people regarding risky or uncertain decisions (Oppenheit®87). Modern academic risk
studies began in the seventeenth century, when concepts of risk were developec

concurrently with probability theory in mathematics (Hacking, 1975).

Since the 1960s, social scientists began to criticise the concept of obgctive riski in

which risks are independent of individual enstanding or fear (Krimsky &olding, 1992).
Therefore, risk perception has been a focus of interest for policy makers and academics ir
the social sciences. This risk perception prefersmov ol ve not only peorg
and emotions, but also their wider social and cultural contexts toward and of risk, which
means the individual human subjectivityostd be considered (Slovic, 2000Social
scientific research on risk thenvddoped into two broad streams: the sociological approach

and the psychological approach.

The psychological approach attempts to understand and explain how people think and fee
about the presence of other people. The sociological approach emphasssgsifibance

of group and organisational influend@oholm, 1996. In the 1980s, the social and cultural
contexts of risk became one of the key i
risk perception should be understood within the caltur cont e xt of t
relationship to social groups and under their social structuréayés-Gooby, 2004 argue.
Currently, those two approaches incorporate a broad range of theoretical perspectives. Ris
communications worked as an interdiriary subject. The contemporary academic work
about risk reviewed in this chapter has been broadly grouped into three disciplinary areas
of researchpsychologically, socially and culturally orientated approaches (Borodcizc, 1997;
Lofstedt 2003).

221 THEPSYCHOLOGI CAL APPROACH: RI SK

A Cognitive/decisionmaking strategies

11



The earlier psychological approach was mostly about risk perception. Risk perception refers
to the psychol ogical study of r emsekts anda n a |
feelings, coupled with the analysis of influences from the wider social or cultural values and
dispositions that people adopt, their attitudes, and their behaviours during hazards anc
uncertainties. In other words, risk perception emphasises idaatification and
measurement of various features of people making decisions. Risk was considered a re
and objective entity (Pidgeon et,a991 Boholm, 1996Borodzicz,1997).

ARi sks to which they are expos etephysieah b ¢
entities that could be precisely defined and unambiguously measured in objective terms
That is to say, they believe that risks and their assessment can be considered-as value
free and neutral (Toft, 2001, p.7).

For this reason, the cognitive theorist in the field of risk perception attempted to understanc

the decisiormaking process under a simulated environment (McDermott, 2001).

The cognitive paradigm is used to examine risk perception by understanding dypl& pe
recognise or understand the world. Kahnemann and Tversky (1979) believed that decisior
makers are influenced by their risk perceptions when they were making decisions. There ar
three types of heuristics that people apply while making decisions wmdertainty:
representativeness, adjustment, and availability. Representativeness refers to the situatic
where people make a decision according to their previous knowledge of similar events.
Adjustment takes place when predictions are based on indivtugl values. Availability

relates to the strength of the memory or imagination of the event (Botterill and Mazur, 2004).

A Psychometric model

Psychometric studies refer to a systematic approach in which the psychological variables
for particular haards are collected and measured from individ(B¢sodzicz, 1997)The

psychometric approach provides the foundation for risk communication, as it illustrates
descriptions of risk perceptions. In particular, psychometric approaches attempted to take
account of the qualitative features of hazards by measuring the extent to which people

perceived specific risks concerning fatalities (Oltedsdl,al 2004). The question the
12



psychometric appr oacwhy isg brie dechndlogy feared ira somev e
societies or social situations, but not in othérs? ( Ri ppl , 2002) . T h e
perceptions can be measured using statistical techniques (®bai¢c1998; Ozdemir &
Kruse, 2000).

It is argued that by including more thorough analyses of flyefmetric data, the risk
perception will be better understooiidrries et al., 1997; Slovic, 201L0However,
anthropologists have criticised psychometric approaches for their failure to take account of
the cultural dimensions of risk perception (Dagf Wildavsky, 1982).

222 SOCI OLOGI CAL APPROACHES
A Cultural theory

Douglas laid the foundation of cultural theory in 1978. Scholars found that risk perception
was not only of individual phenomena, but also socially and cultucalfgtructed facts
(Boholm,1996). According to cultural theory, risk perception needs to be viewed within the
cul tur al context of the individual 6s r el
that risk is culturally constructe®¢rodzicz, 1997; Chen, 20p4Because idividuals are
embedded in a soci al structure, the indi
formed by that social structure and social context. As a result, people from different
groups/backgrounds may perceive risk in different ways (DsuglaVildavsky, 1982;
Pidgeon, 1998).

Cultural bias covers the attitudes and beliefs shared by a group, and outline the risk that th
groups identify in ways that cannot be explained by the quantitative analysis of objective
ri sks. An i raldiavis lidkedtd thesextentutd vihiehr people are included in
bounded group$ igr oup o di mensi on and the ext.
restricted by externally imposed prescriptioisg r i d o0 di mensi on ( TI
Putting the tvwo dimensions together, four ways of life can be identified (Douglas, 1978;
Thompson et al., 1990): Fatalism (low group/high grid); Hierarchy (high group/high grid);
Individualism (low group/low grid); and Egalitarianism (high group/low grid).

13



Figurel: Do u g | a sgioupgmoded

Grid
High
Fatalistic Hierarchic
Low High
Group
Individualistic Egalitarian
Low
According to grid group cul tur al t heory,

something capricious; there is nothing that they can do about it. Hierarchy refers to people
who consider risk as perverse/tolerant; everything will be okay if only stey within

known limits identified by experts. Individualism refers to people who regard risk and
danger as something parallel; they intentionally ignore risk in pursuit oft&nortprofits,
thinking that risk and profit go hand in hand. Egalitarianisfaers to people who view risk

as ephemeral; risk and potential disasters are arpessent threat from forces in the system
beyond the border (Douglas, 1978).

There are some criticisms of the grid gr
ard Ravetz (1985) argue that to summarise social life into four categories is to oversimplify
or reduce its complexity, particularly considering the variety of races, theories and cultures
in the real world (Oltedal et al., 2004). Moreover, it is hard tothegheory to explain a
situation where any individual or organisation might move foom risk culture to another.

The practical application of cultural theory is very limited, as it lacks empirical
substantiation (Raynet992; Boholm, 1998Rippl, 2003.

14



A Ri sk communicati on

Risk communication developed from earlier work in risk perception (Lofstedt, 2003). The
purpose of risk communication is to consider various different perceptions of risk, to reduce
social conflict on the assumption that pedplek at theworld differently. There are two
major reasons for the emergence of risk communicattwawer, 2004 Leiss (1996)
defined risk communication as the flow of information and risk evaluation back and forth
between academic experts, regulajergctitioners, interest groups, and the general public.
This means that risk communication is an interactive process of exchange information anc
opinions among individuals, groups and institutions. The objective of risk communication
is to ensure understdimg and agreement of a risk issue based on the information provided,
for the purpose of persuading receivers to change or modify their behaviours, coupled with
providing the conditions for a twaway communication to resolve risk conflicts (Renr9&9
Frewer, 2009.

According toPidgeon, (1998)isk communication studies are helpful in the establishment

of policies, enabling the development of organisational frameworks to respond to hazards
encouraging public involvement in decisioraking processes reging hazards, and
establishing risk management and environmental management. As risk communication
passes information about risk from experts to the public, it resolves the public dilemmas
resulting from particular social conflicts over risk. Most impottig risk communication
increases dialogue and cooperation by establishing realistic common purposes betwee
different partieskrewer, 204; Hampel, 2006)

Therefore, effective risk communication would help to prevent crises from occurring. It also
cortributes to better decision making in dealing with risks (Morgaml.2001). Hampel
(2006) highlighted the criticality of trust in risk communication. Trust is believed thebe

key to facilitating communication effectivene3$iere are three componsrdf trust, which

are fairness, competence and efficiency (Kasperson, Golding & Tuler, TA82)breaks

down the barriers between different groups and organisations. It is unlikely a message
receiver would believe the message if he/she did not trusbtiree of information or the

message deliverer (Frewer, 2004).
15



223 SYSTEMS THEORY

A Nor mal a-tmade disastetss and man

Different systems might have underlying similarities and common characteristics
(Borodzicz, 1997). According to Perrow (1999),y&tem accident or a normal accident
originates from the complex and unexpected interaction of multiple technical failures. There
are four levels of increasing aggregation within a system: unit, parts, subsystems and syster
(Perrow, 1999). A system can digp the same or similar properties to one that is run on
same basic kind of system, regardless whether it is originally biological, sociological or
mechanical (Beishon, 1980). Some scholars believe that disasters typically emanate from-
complex combinatio of technical, human, organisational andial factors Blockley, 1996;

Toft & Reynolds, 199; Mearns & Flin, 2001)

Turner analysed the development of a disaster in an organisation into six stages (Turner
1978, pp.85 92):

Stage 1: a notional normal starting point. The system operates on an accepted set of norm
values, and beliefs (operating culture); beliefs and values about the world are created
Consequently, codes of practice or regulations are established.

Stage 2:he incubation period. The system functions with minor problems and events arising,
but these problems are not treated serioa
world-view of a hazard. In other words, even if some minor problems start to tuese,

problems will not be treated because, from the perspective of organisational beliefs/values

those problems are not recognised as hazards.

Stage 3: the precipitating event. The incubation period is ended by a precipitating incident
or a crisis. Thampact of the precipitating event raises the perceptual awareness of the
decision makers who were involved in Stage 2. It requires them to become involved in
solving the problem. However, their attempts to do this are based on their previous
assumptiondJnfortunately, the system will frequently fail to respond to these interventions,
and this leads to Stage 4.

Stage 4: the onset of disaster. In this staging system, failure or breakdown is normally cause

by -$iit ucturedo cr i siiseffeetiveconabsentpladnor exampl
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Stage 5: rescue and salvage. The need to recover agstaldish the system will
compromise the Hbtructured situation. Flexibility and improvisation are required and

relevant.

Stage 6: full central readjustment. This stagn be regarded as a learning stage. The course
of problems will be analysed, the beliefs and values will be revised, and at the same time

the future operational procedures will be evaluated.

Finally, the system returns to Stage 1, to restart the agelm. This cycle is also called the
Acrisis cycletalg1988p b i 92;&&dean\k@§ L e 2000y.,

A | somor phic | earning

Authors such as Reason (1990), Toft and Reynolds (1997), Stead and Smallman (1999), an
Borodzicz (1997) believe that crisis and disasters take place repeatedly because a
organisation does not learn from past experience. Organisational isomorphismpeeuld s

up organisational learning. According to Toft and Reynolds (1997) isomorphic learning
could help an organisation to avoid disasters or crisis. Because failure in one system coul
reoccur in similar systems for similar reasons, examination of theasitnes could predict

the problems.

il of di sasters do recur for the same ¢
postulated that the organisational learning that takes place following such events could
also have similar features. Consequently, if ve¢ter understand those processes of
reporting back and learning it may eventually be possible to design procedures and
structures that will assist or gélofiardat i |
Reynolds, 1999, p.54)

However, Reason (1990)ques, it is extremely unlikely to happen as a consequence of the
same sequence of errors. Therefore, specific learning designed according to those
similarities would have a limited influencd@Such events are usually caused by the unique

conjunction of seeral necessarylbt s i ngl y i n Siade the sameanixture 6f a ¢
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causes is unlikely to recur, efforts to prevent the repetition of specific active errors will have
only a limited impact on the safety of the system as a whole. (Reason, 1990, p.17

Undoubtedly, for the organisation it is difficult to predict disasters completely on the basis
of tracking its statistical history. Different organisations may share some common features,
such as using similar management practices, materials or goydpecbcesses; thus, it is
more likely that similar disasters can be observed in different organisationsr(TLOT&;

Toft & Reynolds, 1997Kletz, 2001;,Crichton et al., 2005

Organisational learning is considered as occurring on at least threeriffevels of
anal ysis (Stead & Small man, 1999). The f
this level, the individual organisation draws lessons from the specific event in which they
were involved. In other words, they learn their lessmvidually. The second level is

Ai somorphic | earningo, where more wuniver
of the factors surrounding a specific organisational failure in other organisations. This
means learning takes place after an analysisrganisational isomorphism is made. The
third | evel i's Aiconic | earningo where
failures creates a learning event in itself for those who are unaware of such events. The
second level, isomorphitearningis the most valuable. At this level of analysis, the
fundamental causes of complex se@ohnical disasters are presented more clearly. Also,
the particular and individual circumstances having been removed, the core fragilities of the
organisation in qustion can be examined, and subsequently compared with the activities of

other organisations.

According to Toft & Reynolds (1997), there are at least four types of isomorphism in which
organisations can be thought of as displaying generic characte&stsrd.isomorphism is

a situation whereby two different events occur at different times and place, but they share
similar situations. Crossrganisational isomorphism is in organisations that belong to the
same industry and showing different sets of owmprsSimilar failures, errors or unforeseen
mistakes might take place in these organisations and, as a result, lead to similar disaster
Commonmode isomorphism refers to those organisations that are not in the same industry.

but adopt the same or similpes of instruments, equipment, or operational procedures,
18



and consequently, the same or similar disaster situations may occuisoSefphism
refers to those organisations that have manyusits or branches. Each unit produces and
provides similar ppducts or services. Within these auits, if the real cause of an event

cannot be foreseen, similar events might occur again in the {itoredzicz, 1997).

Learning from past disasters of other organisations can help an organisation to prevent th
simi | ar di saster happen. Al somorphic | ear
giving the benefit of highlighting proactively to avoid future analogous tragedies. Also,
isomorphic learning might contribute to helping change an organisations safetg @tdft

& Reynolds, 1999).

224 POSTMODERNI SM

It is complexandcomplicatedf o defi ne the term Apost mod
agreement on its nature and meaniBgrodzicz, 199y. Postmodernism refers to a world

of evergrowing complexity, where a simple mechanistic model is no longer valid.
According toHassard and Parker (199B8¢ foundations of postmodernism are multiplicity
and diversity, and it integrates various paradigmd ideologies equally. A similar idea
shared by.yotard (1984 is that the focus of postmodernism is on diversity and multiplicity,
accommodating varied ideas and theories, including the modernist perspective itself. In
other words, postmodernism triesaonsider all relevant theories, which are then applied

to the issue under scrutiny, and by doing this, postmodernism becomes increasingly
multifaceted.

In crisis/disaster/risk management, postmodernism provides opportunities to allow review
and consideration of different hazard constructions, and different perceptions of risk and
hazard by various organisations and pare\ning & Shelter, 1992)Toft and Reynolds,

(1999 believes postmodernism can present a more humane, pragmatic, sensible way fo
organisations to respond to crises and disasters. As the concept of postmodernisn
acknowledges and embraces all possible hazard constructions of relgamsations, it
introduces a wider variety of voices to decision making with regard to(tigksard, 1984

Browning & Shelter, 1992Borodzicz, 199Y.
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225 RI SK SOCI ETY

A major social and political transition has occurred, from a dtased industrialised
society to a risk society (Boholm 1996; Borodzicz, 1997). In a risk society, the influence of

social class has decreased, and society is more influenced by postrmodernis

In a risk society, the public is more aware of the multiplicity of risks and hazards produced
by society. The general public also have their own opinions and ideas on the nature anc
management of the technological risks and hazards produced by sbtiatition, the

public are increasingly sceptical of the accountability of formal science and their
relationships with experts. In other words, in a risk society, the public are taking more part

in the production of social and political discourses (Barcz, 1997).

Beck (1992) argues that modern technological developments are creating largely unknowr
risks. In the risk society, major risks affect people indiscriminately. Confidence in experts

and in accredited authorities tends to decline, as theaenéslic are more aware there is

a range of alternative approaches to sol

adult relationship with politicians, scientist and experayor-Gooby, 2004

Accordingto Beck (1992, a risk society has followmbasic features.

a The -patseri alist public is becoming mor
of contemporary |ife;

a New scientific and technological hazar

a Ri shkecomes an inesca@apadbdwesyamte ofnh peacp
more and more unknown and incalcul abl e

a There is a continuum of argumentative
who view risk differently,; pr oduwmnigreg

matter of good or bad experts.
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ua Experts can onl vy supply mor e or |l es
probabilities.

23 RI SK MANAGEMENT AND STRATEGI ES

231.DEFI NE RI SK MANAGEMENT

According to Broder (2000) risk is associated with virtually every conceivable activity. Risk
should not be confused with perils, such as fire, flood and earthquake. Risk management i
principally concerned with the protection and conservation of assgtseeaources. Smith
(2002) defined risk management as any set of actions taken by individuals or corporations
in an effort to alter the risk arising from business. It deals with insurable or uninsurable risks
and involves a formal orderly process for systdentifying, analysing and responding to

risk events to obtain the optimum or acceptable degree of risk elimination or control. Handy
(1999) argued that risk management is not a separate activity from management; it is the
management of predicting and piang in order to prevent. In addition, Meulbroek (2002)
suggests that risk management should place more emphasis on maximising shareholde

value.

Due to every industry giving risk management its own special character, risk management
has different meangs Chicken& Posner1996). Risk management has many definitions,

most of which are in broad terms.

filt is a process, affected by an entities [sic] board of directors, management and other
personnel, applied in strategy setting and across the entermlesegned to identify
potential events that may affect the entity, and manage risk to be within its risk appetite,
to provide reasonable assurance regarding the achievement of entity objediives

(Committee of sponsoring organisations, 2004, p.6)

AThesystematic use of organisatiavide processes to identify, assess, manage, and
monitor risksi such that aggregated information can be used to protect, release, and

create value @he European Foundation for quality management, 2005)

U Types of risk
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Power (2003) categorises the risks into financial risks, business risks, compliance risks anc
operational risks. While every risk is important to the organisation, operational risks are the
most common form of risk for many organisations, no matter whptl#ic sector, private
sector or nosprofit organisation. However, it is a challenge to capture all the features of
operational risks in one definition, as the scope of operations risk is vast. Operational risk
can be defined as the risk of loss or gaisiag from people, systems or external events
which have the potential to cause the organisation to deviate from its objectives. The loss
or gain could be financial loss which affects a profit objective or ainancial loss which

affects a notfinancid objective such as reputation and customer satisfaction.

There are three main sources of operational risk: people, which refers to deliberate-and non
deliberate actions; external events, which refers to all risks that are external to the firm, for
exampe changes in legislation and failed suppliers, and systems, which refers to any risks
arising from a nothuman, physical or nephysical source, for example software failure.

In other words, operational risks are the risk of loss resulting from inadeguédéed
internal processes, people and systems or from external events. Therefore, operational risk
are very broadly defined, covering clients, products and business practices, busines:
disruption and system failures (Mittelstaedt, 2005, Dunnett,e2G05).

Operational risk is often regarded as the most dangerous, for two main reasons:

Firstly, operational risks are often idiosyncratic and vary widely depending on the company
and its market situation. Thus, normally, no standard procedures @debl@yavhich will
produce problems in terms of defining the data or strategies that are relevant to managing

operational risks. Operational risks are very complex.

Secondly, because operational risk is very complex and interrelated in complex ways, it ca
be very difficult to manag&hapman (20063uggests the measurement or strategies taken
to reduce certain operational risks may have the unfortunate effect of increasing risk in othel

related areas. Operational risks could have an impact on other risks.
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U Who should be responsible for managing risk?

Everybody should concern themselves with risk management, because risk and uncertaint
with potentially damaging consequences are inherent in all business projects; also, the
damaging consequences will ingbaveryone involved directly and indirectly (Peterson,
2005). Therefore, everyone in any position will have certain influence or responsibility for
managing risk. Managers in various positions in all kinds of business can make a significant
personal conibution to effective risk management within their own spheres of
responsibility. All they need is an increased sense of awareness of risks within their own
business areas, combined with sound advice and guidance in what to do (Chapman an
Ward, 1997).

At different levels in an organisation or community, the term risk management is interpreted
in slightly different ways. For this reason, it is understandable that there are significant
differences in the level of responsibility for risk management. The degneesponsibility
depends on the contractual arrangementsmitie organization (Chapmanward 1997).

In other words, depending on the position of an individual, a different level of responsibility
is specified; certainly, senior management will hiaigger levels of responsibility than line

managers or individual employee.

However,Erven (2004)argues control of many risks can only be led effectively by local
line mangers. The responsibility for risks must be taken at a variety of levels, peyhaps b
the use of a pyramid structure of risk ownership. Alternatively, there is an allocation of
specific risk dimensions to the board, executive committees or business unit directors as
appropriate. Therefore, everyone within an organisation is responsibteafaging risk.

Every manager has a contribution to make, in setting out the key issues and concept
involved in effective risk management. By allocating the responsibility for managing risk,
clarifying the details of the risks, and comparing the consespsgeand available options,

the organisation can ensure the effectiveness of managing risk to some extent.
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U The benefits of risk management
There are some advantages of managing risks. Chapman and Ward (2004) summarised
number of interrelated, lowdevel benefits that can accrue from undertaking risk
management, all driving up profitability, such as: keener pricing; competitive advantage;
improved chances of winning business, and lower costs with direct profit implications.
Moreover, generating a newski management culture can make an organisation more
exciting to work for and make going to work more enjoyable. It will lead to higher quality

staff wanting to join and stay with the organisation, with obvious general benefits.

Meanwhile, Hopkin (2010)Iso suggests a range of benefits that could be obtained from
successful implementation of risk management, such as compliance, assurance, decisior
and efficiency/effectiveness/efficacy. Hopkin (2010) emphasised that the key benefit of risk
management isot enhance the efficiency of operations within the organisation. Risk
management should provide more than assistance with the efficiency of operations. It
should also help ensure that business processes are effective and that the selected strate
Is efficacious, in that it is capable of delivering exactly what is required.

Therefore, understanding of ri sk manager
estimation, planning, implementation and realisation, In order to manage risk effectively
and effciently, risk management should be treated aadthinrather than as aadd on
(Chapman and Ward, 2004).

232.RI SK MANAGEMENT STRATEGI ES

Ri sk management involves the protection
met hod of uresources physichlj finamdak and human capitato realise
certain objectives concerning pure loss exposGmié & Schnarr, 1995). Most theorists
would argue that regardless of how complex and varied the risks faced, there are only fou
possible apmpaches to managing risk: avoid, reduce, transfer, or retain (Borodzicz, 1997).
Risk avoidance and risk reduction minimise the overall exposure to risk. They are

sometimes preferred to risk control. Risk transfer and risk retention are to do with funding
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losses arising from risk that remain after the application of risk control techniques. These

are known as risk financing.

Several authors have tried to summarise the process of risk management. Harley, (199¢
states the process of risk management is sidslvinto risk identification, risk
quantification, risk response development, and risk response control. SinGilaagnan
(2006)argues risk management involves identifying risk, predicting the probability and the
potential for serious damage, makingcide®ns on this basis and implementing these
decisions aaardingly. Chapman and Ward (2008ssert that the risk management process

consists of the two broad categories of risk assessment and risk control.

u Risk assessment: consists of risk identificatiegk analysis, and risk prioritisation.
Risk identification involves identifying items or events that might have a significant
negative impact on a project. These items or events might be identified through a risk
identification checklist, through repang by project participants, through comparison
with historical data, or through contingency planning. Risk analysis employs decision
analysis, cost risk analysis, schedule analysis, reliability analysis, and similar
techniques and models to analyse idesdifrisks. Risk prioritisation employs
quantifying the risks and risk exposure, and using statistically based decision
mechanisms (Borodzicz, @0; Chapma& Ward, 2003.

u Risk control: consists of risk management planning, risk resolution, and risk
monitaring. Risk management planning uses information buying, risk avoidance, risk
transfer, and risk reduction to achieve its goals. Risk resolution techniques include
appropriate staffing decisions, detailed outsource cost and schedule estimation,
monitoring, prototyping, requirements benchmarking and simulation. Risk
monitoring provides timely risk visibility and resolution. It incorporates techniques
such as milestone tracking, tracking of top risks, and regular risk reassessment. Risk
management plans, likemiman resources initiatives, are living documents that will be
updated as new risks are identified and addressed (Chawéand, 2004).

Furthermore, there are varieties of risk management frameworks or approaches.

McCormack and Sheen (2013), introduce thllowing risk management frameworks
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Figure2: Risk Management Framework
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Source:McCormack, P. and Sheen, A. (2013).Operational Risk: Back on the Agenda, journal of risk

management in Financial Institutions. 6(4), pp. 3386,

The first stage is the risk identification and assessment process, which involves identifying
and assessing risks which might be exposed and setting up indicators or monitoring
mechanisms. The process provides a good opportunity for firms to ensuredtaatad

controls and strategies are in place to manage the risks and whether existing controls migt

require improvement (McCormack & Sheen, 2013).

The next stage is risk measurement and monitoring, which involves the firm setting up
specific risk indicatrs and thresholds for measuring the identified risks to which the firm

is exposed. Boswell (2001) suggests firms should use many risk measurement anc
monitoring processes to capture both existing and forleaking risks, with firms
proactively setting p and refreshing suitable risk indicators, as well as establishing
appropriate timeframes for monitoring the information obtained from the indicators, and
their effectiveness (McCormack & Sheen, 2013).

The third step is the risk control process, whichtads the risks by applying suitable
actions through effective communication channels. The last stage is risk reporting, which
entails senior management receiving regular reports reflecting the-dgte status of
operational risk issues. The operatiomak reports may contain internal financial,
operational and compliance data, as well as external market information about events an
conditions that are relevant to decisimaking. It is important to ensure the management

regularly review the timelinesand accuracy to increase the reliability. This process, in
26



similar ways to the evaluation process, ensures management learn from past mistakes ar

use relevant information to prepare for the future (McCormack & Sheen, 2013).

1 Managing risk effectively

To ensure risk is managed effectively, Boswell, (2011) considers that risk management
plans should include sheterm and longerm risks to project schedules, cost and the
functionality, adequacy and quality of project deliverables. Page and Spira (2004a¥t

usi nlyo tat ofimppraaphoto risk management. Moreover, risk management should
involve every department in the organisation; every department should have some emphasi
on risk management. The goal of risk management is to identify, assesssalve risk

items before they become threats to a specific project or to the organisation as a whole
(Chapmar& Ward, 2004).

Four elements are necessary and important in ensuring effective response to a crisis/risk
fluidity in organisational structurecommunication, willingness to learn, andsi: First,

fluidity in organisational structure is important, so that when a crisis occurs, a response tearn
with representatives from all relevant bodies can be set up quickly. A structure has to be
agreed whib empowers the personnel involved and which enables rapid and accurate
information flow from the response team or teams to the coordinating centre, and then the
focus is on solving the problenC¢yle & Schnarr, 1995). Second, communication is
significant & it provides opportunities for clarification, for making sense of what is
happening and for people to discuss improvements to the organisation and the impacts c
different risk mitigation strategies. Communication at the interface between organisations
or between functions is particularly important to risk mitigation, as that is where theecultu

is transmitted (Grabowski &Roberts, 1999). Third, willingness to learn is essential,
especially in any situation where-operation is important to solve crisés.culture of
willingness to learn from mistakes and to exchange best practices is the key to ensure ris|
is managed effectively. Last but not least, trust among organisational members is critical for

solving crises (Mayer et al, 1995).
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24 CONCLUSI ON

In this chapter, the authbias structured a literature review of risk and risk management in
two parts In the first part, the authdras explored the critical theories of risk studies. The
literature review shows that there are some ways in which risk egmeireived and
managed differently in different contexts. The psychological approach emphasises the
I mportant factors that wi || influence a
model presents information about how people perceive risk, andlpsdhe foundation for

ri sk communication. Cul tur al theory uses
individuals view risk issues differently. Risk perception theory explains how people
perceive risks, and considers the factors that may influgntteidual risk perception.
Sociological approaches emphasise the social and cultural context. Risk communicatior
focuses on effective risk communication and increasing the dialogue and coordination to
establish realistic aims for the different partiessdAlsystem theory suggests that both
hindsight and foresight can be facilitated by analysing the factors surrounding socio
technical disasters and discovering similar patterns. The importance of multiplicity and
diversity were highlighted by postmodernisRisk society theorists argue that with the
development of new technologies, these technologies themselves become risks that noboc

understands; also science itself might be a part of the problem rather than a solution.

In the second part, treuthorexplained risk management strategies and frameworks. Risk
and risk management are not new concepts, but perhaps mean different things to differer
people, as individuals define risk according to their background and experience. As a result

different individuds or organisations will list different type of risks.

Most theorists would argue that regardless of how complex and varied the risks being faced
there are only four possible approaches to managing risk: avoid, reduce, transfer or retain
A risk managerent framework has been explained in details that give an example of how
risk could be managed. After that, tla@thor reviewed some factors that should be
considered to ensure managing risk effectively. In the next chapteytth@will examine

the theoies and framework of HR management.
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CHAPTER THREE:
LI TERATURE REVI EW OF HUMAN R
MANAGEMENT

311 NTRODUCTI ON

Traditionall vy, Human Resource Management
concerned with routi nwei ttha sbkuss,i nheasss |oibtjtelce

considered as something that makes no r e

Meanwhi l e, |l abour i's viewed as a <cost
mi ni mbzesit (& Conwady,waldSalydsad of regarding
and more organisations realise its impor

current highly competitive business env

management and uteisloiugyeateisomreef crumamcal or

32 HUMAN RESOURCE MANAGEMENT

In the past few decades, HRM has <changc¢
frequently call ed t he personnel departi
managememnts te a fairly basic administrat
l evel, attempting to maintain fair tern
ensuring the efficiency of I nd i(Cvhiudnu, g .2 0dO¢
Boxahd Pur cpelll84)200e3l,i eve HRM includes an

with the management of employment relat.i

the aims of HRM as: integration of HR
respbnsity of HR issues from personnel S
coll ectivism of mana@dmemt /ternapdleoy @i orne |
i ndividuali snmaod mawpwadgsementon commit ment.

thd feerence between HRM and pers-saeweh mar
of difference between HRM and personnel
into four broad categories: btehe e¢ siotdinda

ma n a qaenrdsl,keevyer s of empl oyment practice.
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Figure 3: Twenty seven differences between HRM and personal management

SourSae:rey,. JDeel9®®ment s in Management of Human

Dimensions |

Personnel |

HRM

Beliefs and assumptions

1. Contract

Careful delineation of written contract

Aim to go beyond contract

2. Rules Importance of devising clear, mutuall 6 C a rooditlook;
understandable rules |l mpatience wi't

3. Guide to management action Procedures Business needs

4. Behaviour referent Norms/custom and practice Value/mission

5. Managerial task vigrvis labour Monitoring Nurturing

6. Nature of relations Pluralist Unitarist

7. Conflict Institutionalised De-emphasised

Strategic aspects

8. Key relations Labour marmanagement Customer

9. Initiatives Piecemeal Integrated

10. Corporate plan Marginal Central

11. Speed of decision Slow Fast

Line management

12. Management role Transactional Transformational leadership

13. Key managers Personnel/IR specialists General/business/line manage

14. Communication Indirect Direct

15. Standardisation High (e.g. Oparit Low (e.g. 6pa
relevant)

16. Prized management skills Negotiation Facilitation

Key levers

17. Selection Separately negotiated Harmonisation

18. Pay Job evaluation (fixed grades) Performanceelated

19. Conditions

Separately negotiated

Harmonisation

20. Labourmanagement

Collective bargaining contracts

Towards individual contracts

21. Trust of relations with stewards) Regularised through facilities an  Marginalised (with exception o
training some bargaining for chang
models)
22. Job categories and grades Many Few
23. Communication Restricted flow Increased flow
24. Job design Division of labour Teamwork

25. Conflict handling

Reach temporary truces

Manage climate and culture

26. Training and development

Controlled access to courses

Learning companies

27. Foci of attention for
interventions

Personnel procedures

Wide ranging cultural,
structural and personnel
strategies

HR

perfor mance

Hu man

seeks

depart ments

management

i ssue t he

empl oyment

adaf feerrs ua ep rtolpati

nvol ving and supporPtuirncge | b u.seitid Radls.i s2t 0 0a3ke)e
tai ni ng, devel opment , motivation and
organi sational goal s. Effective human
accompl i sh their career goal s. There
management aseiat broad concept or a det ai

t o achi

eve

resourcéamdnagementi vesapproach

competiti

vV e

advantage
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commi tted wodk fcarpae,] eusi ng an iIintegrated
per sonnel" t(eSthonrieqyueds Bi S§¥3 on, 1993

"The planning, organi zing, directing and
compensation, integratctoon mdi hueenancesa
I ndividual, organisational af@fdasaci 20aki,

From defining and comparing HRM to perso

still concerned wittilhithessamadi anotniadh gl
functions. However, these are perfor med
has more emphasis on development and i mp|

corporate stpruatpeogiee 0,f femrsutrheng t he cul t L

and contributing to the achievement of o

33 HR FUNCTI ONS

HRMshapes people and their activities s
purpose of HRM is to make empl oyees want
HRM helps the organisation to achieve i
fwni 6Inhsee HR function is transforming it:

resources to the development and mainten

(Roehling et al. 2005. P.208)

HRM i s a process that can bejmbokearml yJewrms
descriptions, hiring, orientation, trair
appraisal, compensation and adids cQopnlwkanye (

suggested the HRM' s functiionmesansbdbon:rrachon

flexibility, quality and integration. Fo
a set of interrelated processes affecti
processes that i ncl ude thnuemmatn, rseesloeucrtcieo np

empl oyee training and human i rmmgs awnrdc & £ wlhe:
(Wright & Boswell, 2002)The f ol | owi ng sections cont ai

on HR functions:
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Job analysis mxnd jjokb adreslcysipst iios det er

requirements for a job and the kind of

company needs rather than on who wants
Job anal ysi s urse etshseendrn @dnitsoateamsn t o f
descriptions summarise the job for bot
duties, compensation, and skills, knowl
&Snel |l , 2005al. tlot einss uerses eenhte j ob anal ys
reflected in the requirements of t he
recruitment and selection.

Recruitment and selection: t he proaress
succeed in the position. The position
potentia(Bappl eFwr&nt &rnfsrsamO0Aiimong the poo
people must be carefully chosen oyfmetnhe
rel ati onsiGiopgTau(rBroeerl,l a2 080 0) . 't is admpgdtrt
person for the job, as it will aftbteaote:

Al so during this process,ovitded sanresspEmdr
the employee to get to know the organi :

Orientation and training: orientation ¢
them to the firm' s mission, Its histor
essential for getting off to a good st e
the employees the knowledge, skills ant
Da-yday employer/ employee interacitnicolnud e
| eader shi p, motivation, and communi cat
training. |t should be noted that empl

i dlefi ned job anal ysi s or jonorbo ndy € s cpreirpst

i nadequate orientation and training (Al

Training and devel opment: training and
role in i mpr ovi n(Blanbhart) & hhagker,2004)r ma nA@ ms t |
(2003) dief annit ngysitse mah & c meechiafvti beutru g h
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|l earning which occurs as a result of e

experoi ppO&). The same ideas are shared
(2004), while othedk, nswaoh (29 0R¢gdmamda
t hat there is a correlation between t

emphasise that differences between tra
respect to their nat urneg acnodn tWentc ha n(d OtOi
training are to I mprove anb eehmapyV iooyéresr & ¢

devel opment aims to increase abilities

Buckl ey and Caple (2004procaglyesnb that
explained through an analysis of the t|
the sequenti al stages in the investiga
eval uati on. Continuing gni aiendi ngs icontt

productivity and to the management of

skills. The benefits of traini@gcaanulb
a more indirect way thgoogphstaedi mpgahni
and attitudes; greater intrinsic or ex
performance and productivity; shorter |
and decreases in wattageabsesdnfewkesmact

and greater customAmrmotrr cng e& tRB &dradg/n ,s A
Whitely, 2003).

Performance management : many have trie
model s by exami nimfg itrhtee rdprfefteirregntp ewafyos
organi sati ®mMms ;( Bracdaryp,1880| , TAOOBEHNgt o
of performgameat mamnven By akhrpogttriomg (eyu

to performance manageimemitngss hna rpead cwersde

what is to be achieved, and as an approc
that increases productivity.

't i s essentdeasi gnoe dh apveer fao rwealnlce appr ai
i's done ady syt; e maptpirai s al is timely, docu
reward is |inked to actual perfor mance
can result in a |l ack of good for mal anoc
mi ni malee mpd wgl opment and | ow empl oyee
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institutionalising the performance eva

(St &&rSiys son, 1993; Williams, 1998). Th
performance atpipmas saseareymsomemousl! y, t
practice. Performance management is a |
management of organi sations, teams ani
approach, with @amagesesmamkeinng top r at
their subordinates at an annual per fc
Torrington & Hall, 1X*B&Ayr oBacdl998)999,; /

Performance management processewi thha vbee :
practice human resource strategies in t
suchihaglker f or mance 0 whdirgl nmsmi sttneeonst n dkl R h
i nvol o(eMerna h& Wiglt oinnson, 2002, p:178).

Compensation ddags rtelwea r de nmdnecel tyua rayn dr enveanr
by employees for their contribution to
The management team and employees car e
need to be feasi Ihlid ef dhrel tph en go rt goa rsiag-a tsif c
designed compensation and reward strat

competitive and ensure &Barug@®) Xustainal

Discipline is giving each employee exp
then working with the empl oyee to at
expectat i a&nGa p(l By ¢ k2e0l Oy4 ) . I't should be
enhandarsgsamf conduct and performance.
manager s or supervisors. Mi nor I SSuUe:¢

consul tation with the HR department i s
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HR functions ames.i m@mor tuaret ttoo salclc efsisrf ul |
increase the risk and penalise the organ
could be contributing (Losey et al., 200
t hat HRMe caiud tdh e tgwhiel & i ¢odhHhRE o HB® .Hair dorHR er s
t he management foadeirn@l onfSa& dHRireeyfi ewdsi it ec
managémeintt er est I n the creation of con.
Therefore, the HR department is not only
resources but to create &owewegrirjyonhmentuhf
function has consistently faced a battl e

1996) .
34 THE CHANGI NG ROLE OF HRM

Armstromgstadoelt hat HRM refers to the p

collectimdliyi Gdumnal | y. |t refers to all s
whet her basic peripheral staff or contin
and society. I n contrast to traditional
modern HRM in organisations. For Boselie

relationship between employees and the o

U ContrdesthbdWwi shes the rights and oblig

the organisation;
a Economi c and itdreadeer ma gnree evoerrkt ef f ort r e
a Psychol ogiicahtaonsratt those el ements
expected by both the employee and the
a Soci ol ogi ciarlel @aamtomactand net wor ks t ha
organi sation.

With the devel opment model of HRM, the r

HR as a cost of organisation, Pauwe, ( 20/
whetrleere i s a continuous tension between
HR in the organisation are creating econ
whil e for moral value here refl ect switthhe

feelings, emotions, (Bpattyn Evang &, Tharp,02008s Teahred

changing role of human r esourece hdaenpgaerst mpe
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in Ulrich::s HR mode

Figaare ChbBhg&sHRomodel

1997 2001 2005
Strategic Coach Strategic pat
Admini strat Leade Functional exX
Empl oyee cl Consci Empl oyee advocat

devel oper

Change ag| Facili HR | eader

Ar c hi
Source: Ulrich (102001) Ul Uichchnean@& eBlt o gnk bCd nPkD (( 22

The above figure shows the changing role
strategic one. Unl i ke traditional HRM, r
equi ppedi witsskspkes and knowledge and un
workforce. Also HR | eaders form judgment :
perform, and are able to bring any prol
prof essi onhaa vse nienesdi gthad and judgment as
understanding the organisational operati
professionals to understand how teams a
performance, @anidt howntor daehiffeoer HR to pr
have a firm understanding of the financi
a strategic partner, HRM departments mus
knowl eRIMemusiHt establish a |Iink to contri|
able to demonstrate on a continuing basi

effectiveness of &Bhreo ckrbganrki,s a2t0i0kbn .( Ul r i ¢

| f t he HR deepmeorntsmermtt ecan sd val ue and co
objectives, It i's | ikely to gain a posi
continuousnéandntobonsi 8t Breersnoaunr,c els9 9(7Y)e.u nHJO w
and Harriwe,( 1t9®9® )mwahly emphasis on adding
specialists -pgriacencHRNE§. al vat mat situatio
the extent to which they can prove added

beiden by the aspiring to, or maintainin:i
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although there are benefits to being par
becoming part of the board as the overri

Further morge ,t og(ClaoimwdeGt)i, t he HR depart ment h
adding value and risk reduction. HRM enc
contribute value in various ways to the

Ssupportganoi stahtei oor i n terms of reducing ri

First role of HRM is adding value:

A considerable volume of HR Iliterature h
HRM policies can indeed add value to or ¢
HRM cshu as resourcing, training and devel

admi ni gQascia,t2006)n The | mpact of HRM in each
demonempatrecal l y. Howkwsel,i d eCE2a9E)h s how:
bet ween cumul ative HR policies and comparl
opportunities for employees to receive r
give employees t hkeutoe ptoos-nmalkaicri gy i @ @a scco not ré
2012

Second role of HR is as a risk reducer:

HRM reduces ri sk within organi sations 1
recruitment/ selection training and devel
communi cati ons VAictclortdhemgwa ok fPeertceea.son (2
demonstrates value through hel pi-Mgrtohae
turnover of 66% in 1999 and thr esugh f4od4cu
2003 (cited in Towers, 2006) .

35 SHRMSTRATEGI C HUMAN RESOURCE MANA

Al t hough the traditionalbaadunmhi micstirvattiewse

essenti al part of HRM, a strategic appro
& Verreaul t, 2003) awh iSgimca tHeunmabne rreesgoaurr dcee
SHRM i sibhkeng of human resources with st

i mprove business performance and devel op

flexibility and"(cJoampnet i2t0ilvde, apd.v6ant age
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Holbeche, (200833 uggest ed t hat SHRM enabled the H
supporting business strategy, which prov
firm. Therefore, buildimadgeaili pk amet wege m
i's the significant contribution of the f
HRM as being concerned with explaining hc
They al so argue t had strategiyc i sl aoni ndeb

is the for mal process that takes pl ace,
wi || be done. A strategy, ieyeaonthoagth, i ¢
written obwailaantdd ddeerf i n e s Gt hbee hoarvgiaonui rs aat ni do nt
to cope with its environment. Strategic
shape and del i very of t he individual S
orgaansably integrating HRM strateBuesellr
2003) .

Jain (2014t at e t hat SHRM can be regarded as
p h e n o m&omeaius and Gooch (2001s)i mi | arl 'y suggestlBe¢mat
devel oped from several di stinct academic
strands:

a Universal or Best Practice is a given
strategic advantages to any&Pompaehl, i 2
a Contingent or best fit iIis the model fr
certain types of HR practices wil/l ber

their strategic envilBosellen@lit or strateg

a Uni que or -sopregcainfiiscatmaides esd wiessw u(r RRV) .

RBV theory, competitive advantage de
organi sation, certain uni que and i ni |
sustainabhive adwmpetiatge. Wright et al .,

a source of competitive advantageofs |
the firm members' talent and be(Boaelei our
2010)adds tBYtt hear W, empl oyees are rega
contributetocigngéanicaat i Wnghtl Dusdrdf &eSndll,i v e r
2001).
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According to the matching strategic HRN
concernedhali tdngdeof matching the phil os:
process in a way which wil/l stimul ate a
appropriate fotrr a&taedy cO3pleud li)d ri M&r eb@\c & 15,0 ne
of ctoimpieve T sitef 2nee@y , prospiewi lolr 2 @qg uiarnee
organisation's HRM policies and practice

I's supportive of each particular strateg

Strategi c humanenrte shoausr ccee vnealnoapgeedn r api dl vy
because of the impact that humanr gearsiosiatci
(Lefter, PMarai,nc2a0s0 78 . Strategic approach
moment , on itlhiet ynamfagleaman ef f ort to obt .
fundament al objective of SHRM is to gen
organi sation has highly qualified, hi gh
adntakRuel (1999 SHRM i nvolves a collection of

that facilitate ft hteh es torragtaeng Ds6a6tpi bojne o(tMsevl el ac
resource management, the human resources
i néhoe in strategic decisions at the org
strategy is integrated into the overal/l

36 THE BENEFI TS OF BEI NG STRATEGI CAI

A strategically focused chRiM édvden agd waen taang
r i vAamit& Belcourt,1999)St af fi ng, training systems :
of the HRM functions that often set one
to match practicesr WiARMi aredeséeéoantie ot
organi sation. When such practices are u
substantially reduces staff tsrcompanyi |
(Hy!l avwedr r&& aul t, 2003)

SHRM mma&y regarded as an approach to the

provides a strategi ¢t efrrma mieuwsoirrke stso gsouapl pso |

approach is conheemneeowl ehickheamwgsamandbmoa d
gual ittuyr,e,cuval ues, commi t ment and matchir
focused HR can encompass a number of i nd
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ua To deliver fair and equitable reward
a To i mprove employee performance

a To streamlinéracganesati onal s

However, )Jahiingh(l20glth4 s t hat I f strategic |

are some commonly observed probl ems:

a Resistance to change from the bottom |

a Il nability of the management ©bDhHh tboemmaooim
clearly to the employees;

a I nterdepartment al confl i ct and | ack o
i mpl ementing the HR policies;

u The changing mar ket scenari o which [
I mpl ement ati oM. of strategic HR

HR professionals have to cope with an i
therefore requi rSeicrcew sd arrhp HtRe paiod £.ss'T on a
have to be competent, cur i odUdaqobeydVeisimes § e ou
Ulrich,2003. Theompet enci es requiredrby future I

a Mastering the decision science of HR
u Understanding and managing peopl e

a Di scerning, creatingedand adapting cult
a Ret hinking organisations and ensuring
U Creating coll aboration throughout the
a Responding to social expectations and

a Learning t o (Upichatal, 2@80W r ol es

With the evolving nature of the HR funct
practihawememeved away from being seen
administrative role, to working on corpo
firuhr(ich, 2605, combined with the changi

requorkeave a set of new competencies to
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3.7 CONCLUSI ON

I n this chapter the author reviewed the

started by distinguishing the differenc

flol owed by detailed review of the variet
performance management, and discipline.
HRM as, although the tradit-basad adlimi na
comprise an essenti al part of HR M, t her

wi dely adopted i n HRBM.HR hmo dehla nagrees u sne dUl
changing role of HR M. There are twBMf unc

firstly, HR is used to add value, second
I n addition, the author reviewed the Str
the organisational management . I ns hoorudl edr

demonstrate their new roles and ensure t
general business strategies. At the end
faced in implementing SHRM,t eegx pclad il nye d otchu
skills and competences required for HR j
about HRM and SHRM, this provides a cor
i ntegration of risk managheanemitng nhtwmarh er e

management chapter.
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CHAPTER FOUR
LI TERATURE REVI EW OF HUMAN RE
MANAGEMENT

41 | NTRODUCTI ON

Traditionally, HR management and risk management have operated in organisational
isolation; these two functional areas hdve t t | e awar eness of ea
impact (Erven, 2004). However, because both areas have begun to adopt more strategic at
holistic approaches to their areas of responsibility, this isolation has started to diminish
(Markel & Barclay, 2007).

42 DEFI NI NG HUMAN RESOURCEMERNTSK MAN.

Neither risk management nor HR management has paid sufficient attentionraiattl

risk. Traditionally, risk specialists have focused mostly on important causes of risks, such
as weather, disease and naturédmaties, and methods to deal with the rigkven (2012

argue that compared with other types of risks, such as financial or safetg)d#€ risks

are less regarded. In reality, HBlated risk is the topigk facing enterprises (Pyne &
McDonald, 2001) HR-related risks should be emphasisetecause: firstly,
workforces/employees are the key players in every organisation, and the success of an
institution will depend on them. HR affects most production, financial and marketing
decisions. People can begarded as a source of risk and are relevant to the business and its
success. Secondly, any disruption in task performance caused by HR risks will have a
negative impact on the overall performance of the employing companies (Mousavi, et al.,
2011).

Historically, many organisations have considered HR management as a cost centre (Ulrich
1997). However, human capital is a fundamental element in the success of many
organisations. If HR risk is not considered, the viability of many organisations will be

compiomised. Research outlines a variety of competing intend&sisk means different
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things to different people. When definin
genetic testing model can be used to demonstrate that employers, employeeberand ot

interested partiesould have competing interests:

Figure5: Genetic testing model

Employer Employee
Screening to determine if employee can do the jq Discrimination
Ensuring a productive workforce Privacy
Regulatory compliance Consent
Cost/benefit analysis Employer expertise to interpret informatig
Informed consent Job (re)assignment
Workplace hazargrotection

Other Stakeholders
Insurance industry
Regulatory agencies
Genetic testing laboratories
Genetic advocacy group

Unions

Source: Markel an®arclay (2007)

Figure 5 illustrates the competing interests and external pressures surrounding HR risk
management. Although the different parties have a variety of interests, the HR departmen
should consider all those competing interests. Thus, to HR HRfrisk management is a
broader concept than for employers, employees and other stakeholders. However, in reality
HR ri sk management has a variety of mean
very well understood (CIPD, 2006).

There has beelittle study of HR risk; currently, there is no clear definition of risk
management in the HR context. According
(risk management is a set of actions taken by individuals or corporations in an effort to alter
the risks arising from businesses), thehorhas tried to develop a working definition of

HR risk management:
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AHuman resource ri sk management i s t h
practitioners or line managers adopt to manage risks arising duttegprocess of
managing people.

43 TYPES OF HR RI SK

As has been mentioned above, HR risk means different things to different individuals and
organisations. Thus, when identifying the types of HR risk, different firms and individual
will have differentlists. Lam (2003) suggests that every employee within the organisation
could be considered a risk; he also suggests the risks associated with employees could |
c | a s s iopdratiathal rislsd. Merna and AlThani (2008) summarised HRRlated risks

as induding integrity, skillsconfidence level difficult to adjusttresschange management,
recruitment and retention cost, obsolescence arskiltang, and industrial relations
redeploymenimpacting operations and ageing profile. Pyne and McDonald (20ét¥) st
that the top individual HR risk areas seen as having a high impact and likelihood of
occurrence with an organisation are:

U Talent management

U Succession planning

a Et hTomat t he top

a Regul atory compliance

a Pay and performance alignment

a Empl dyemga ni ng and devel opment

CIPD (2006) listed a range of HiRlated risk issues identified by HR practitioners in
terms of culture, employee engagement, legislative compliance, resourcing, development,

cost/productivity and empjee protection shown as Fiig 6:

Figure 6: HR- related risk issues identified by HR practitioners
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Culture issues

Continuity of leadership

Leadership culture

Objectivesetting/reward for executive managers
Management behaviours

Performance culture

Addressing diversity issues

Employee behaviour and misconduct

Employee integrity and competence

Diversity of the workforce failing to respond to opportunities

CSR and ethical issues

Employee engagement

Brand and reputation issues
Employee commitment

Change managemeptogrammes
Mergers and acquisitions
TUPE/outsourcing

Transformation of HR function
Trade union relationship

Industrial relations and strike action

Legislative compliance

Health and safety regulation
New legislation compliance
Employee litigation
Equalpay equal value
Regulatory compliance

Resourcing issues

Recruitment difficulties of key groups
Retention of key staff

Workforce current skills shortages
Management skills deficits

Development issues

Workforce planning

Future talent requirements asdccession

Planning difficultied front-line staff/specialists/graduates/managers/leaders
Career management

Developing key competencies for the future

Leadership skills

Costs and productivity

Pension scheme funding

Insurance and underwriting
Sicknes and absence management
Performance management

Bestvalue reviews and cost challenge

Employee protection

Health and safety management
Business continuity planning
Employee health and wdileing
Healthcare provision

Political and social stabilitgf the local environment

Source: CIPD (2006), Risk and performance. Page 22
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44 1 NTEGRATI NG RI SK MANAGEMENT AND |

There are some studies of risk in the HR context, including of health and safety in the
workplace (Markel, 2007), international HRhanagement (Dowling et al., 1999)
compensation (Wiseman et al, 2000) and managing risk through active recruitment,
management and employee training (Lam, 2003; Erven, 2004). However, the extant
literature does not clearly speak to the complexities of pedpks (decisiommaking,
leadership) raised in the previously mentioned risk management and HR publications (Tapie
2003).

Risk management and HR have traditionally had separate functions in most organisations
they run in isolation from each other. Rislanagement originally consisted primarily of
purchasing insurance, often handled by the Finance Department; HR mainly focused or
administrative tasks (Hall, 1987). Although HR is involved in risk management, its
involvement is often at the operational éé\and confined to issues falling within the
traditional HR remit (Nilckson, 2001). In reality, neither HR nor line managers are
considered to have any relationship with managing risk. Managing risk is outside of their
normal remits (CIPD, 2006).

However such factors as social, environmental and technological, combined with the
importance of employment relation and legislation, have forced organisations to pay more
attention in HR to the issue of managing r{§KPD, 2006) Integrating HR and risk
manageent services is an extremely effective way to minimise emplogased loss. Hall

(1987) suggests there are benefits in bringing HR and risk management functions together

The benefits of integrating risk management into the HR agenda are: the riskemangag
process can highlight the fact that all peepl@anagement issues adopted by the organisation
adopted will be reflected in the bottom line; and other HR issues are fundamental to the
long-term health of the organisation. It provides a framework fikilig HR policies and
practices with wider business strategies and outcomes, which provides an opportunity for

HR to show its understanding of the way the business works. Moreover, risk managemen
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process in the HR context enables greater efficiency incoingorate decisiomaking
process, allowing HR strategies to be more related with business strategy (Emmott, 2003
Stevens, 20Q5Towers, 200%

According to Erven (2004), HR activities/functions have four important implications for
risk management. FirsHR activities are necessary to keep HR in harmony with the risk
management tools adopted by the management team. Because the risk management decisi
is carried out by people, HR can ensure that in the organisation the right people are in place
trained motivated and rewarded, which is essential to success in risk management. Seconc
risk management should anticipate the likelihood of HR calamities. HR contingency
planning needs to be an integral part of risk management. Third, no management team stay
together indefinitely; management succession is a significant source of risk. Considerations
of HR coupled with legal and financial considerations will directly affect success in
management succession. Management succession requires support from eacHRf th
management activities: job analysis, job description, selection, training, interaction,
performance appraisal, compensation and discipline (Erven, 2004). Fourth, risk
management strategies are implemented by people. HR failures can cause pilearest

risk management strategies to fail. Risk management depends on explicit duties being
specified in managersd job descriptions,
following indicated guideline, and responsibility at the action l@falisk management
(Erven, 2012

Towers, (2006)%tates that HR professionals should apply risk management techniques to
HR management tasks, as an HR function could help the organisation to reduce risk. Fo
example, absenteeism has become a widespread prablerd, as 75% of a
annual operating budget is spent on human capital costs, absenteeism can cost compani
millions of pounds. Through HR resourcing appropriately, the amount of risk to an
organisation through recruitment can be reduced. HRagenent can reduce absenteeism
risk, and prevent wastage of organisational resoyf@lesng, 200k Also, inefficient and
unproductive employees are a liability and pose a risk to organisational competitiveness.
HR management could reduce this risk throtrgining and development, appraisal and
reward systems, engaging and encouraging employees to be more €ffidiept Eggland,

& Gilley, 2002). HRM is also an essential risk reducer because it can enhance
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communication between senior management and wbekforce. For example, HR
departments improve communication channels in times of organisational chidtigmut

the functions of HR, organisations would seriously lack basic organisational capabilities,
which would threaten the implementation of charigeehling, et al., 20Q53Hall, 2008.

The CIPD (2006) report tried to develop a risk management plan for HR activities by
focusing on a number of areas including: compensation and benefits, HR hiring,
occupational health and safety, employee supervigamloyee conduct and existing
employees. For example: in terms of comgmion and benefits, the potential risk is
financial abuse; the potential considerations for HR professionals including: Who has
signing authority? How many signatures are required® e there checks and balances?

(Detail see Appendix ).

In general, HR professionals should be aware that a mismanaged workforce is more likely
to create a claims culture generating grievances and employment tribunal claims, while at
the same time ewaraging poor performance, low morale and absenteeism (Anderson,
2009). HR functions can help an organisation reduce risk. However, HR functions carry
risks too. Therefore, it is essential to identify threat within HR functions, and understand
how it will impact the business results, the reputation of the company and future business
The most critical task for HR is to understand, assess and categorise those threats based
their impact, as HR professionals put more emphasis on the administrative sileharH

in being systematically proactive to threat.

45 THE HR RI SK ASSESSMENT FRAMEWORK

As has been discussed, there is little study emphasis arleifed risks; therefore, currently
there are not many frameworks, guides or checklists to explain thesp@iomanaging HR
risk. The Mayer et al. (2011) model is one of the few attempts to guide people ttreugh

process of managing HR risk:
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Figure 7: Human Factor Management Assessment risk framework
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Source: Mayer et al., (2011) adapted from the Eurogeamndation for Quality Management (1999)
EFQM Excellence Model.

This HR risk assessment framework provides a conceptual model for systematically
developing and planning HR risk management actions in an organisation. The framework
is useful for determininghe level of HR risk in an organisation, and for measuring it. The

human factor management assessment risk framework provides a basis process for plannin

assessing and implementing HR risk management (Mayer et al., 2011).

The building blocks on the legide of the framework show the capabilities an organisation
needs in order to make HR risk management work. It begins with human factor risk
leadership to the far left of the framework. Senior managers and the HR executive of the
organisation take respsibility for human factor risk leadership. In essence, this means that
the HR executive lead by locating HR risk management at senior level. Therefore, human
factor risk leadership introduced by the HR director introduces human factor risk leadership
to the organisation. There should be recognition that line management ownership is critical

to this process.

The next building block shows the importance of people as key components of the risk

management framework. People contribute to risks daily, eith@évebsor negatively. If
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managed proactively, people play a significant role in creating and maintaining a risk culture
However, managing risk does not happen automatically: it is necessary to create a huma
factor risk policy and strategy to institutaiise HR risk in the company (next building
block).

Next, the organisation needs partnerships to optimise human risk management, bott
internally and externally. Internally, the organisation needs partnerships between different
departments to manage rigkternally, the organisation may use a variety of partnerships
with key stakeholders, to get the right information or support to manage HR risk. Human
factor risk processes are at the centre of the framework, as must be all the processes ar
practices therganisation needs to manage human factor risk. Once the organisation has
developed all the capabilities to manage risk -thafihd side of the framework), it is ready

to deal with risk. The company has developed the resilience it needs to handle huonan fact
risk (next building block) and can then report on the outcomes of its risk management
framework (last block). Essentially, the better its capabilities, the more likely the
organisation is to manage risk successfully. Therefore, the different intemsetttad link

all the building blocks of the model, together with the bottom arrow, imply that the

organisation needs ntinuous learning and innovatigMayer et al., 2011).

46 HOW TO MANAGE HR RI SK

According toFlouris and Yilmaz (201QGhe traditional sk management approach has been
regarded as a highly disaggregated method of managing business risk. Under the traditions
HR approach, the HiRelated risk is managed within that function area only. With the
changing role of HR, HR responsibilities are rugidisseminated throughout the
organisation. Therefore, the accompanying risk management activities also need also to b
disseminated (Lam, 2003). HR risk management should involve into enterprise risk
management (ERM). In other words, HR should prachsegrated risk management, or
holistic risk management, treating HBlated risk as part of the overall risk portfolio and

thus manage the process from an organisational, not a functional, perspective.
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A Systematic approach

Some authors suggest a tgysic approach to managing HR risk (Tapia, 2003). Within
organisation, the management of HR and risk are, typically, handled in isolation; however,
their relative impact on each other and the whole organisation cannot be limited in this way
(Hall, 1987, Markel, 2007). Although the traditional administrative and complidrased
activities still form an essential part of HR, a strategic approach is now being widely adopted
(Purcell et al., 2003; Stevens, 2005). A strategic approach to HR enables HR defzartm

to explore their role in supporting organisational systems, providing an avenue for

demonstrating organisational value.

Tapia (2003) has described a systems approach these types of risk. Organisational syster
are made up of different subsystemsgtsas HR, finance, marketing, and production.
Within this system, HR management is an essential part of all the other subsystems. Clearly
if risk management is not recognised within the HR system, then it is more likely to cause
problems in other subsysts, and the organisation as a whole. Therefore, human factors
are central to an @pating organisation system. @ktand (2000) states that the
interconnections between parts of a system can be more important than the parts themselve
this is the essenad systems thinking. Thus, managing Hé&ated risks should start from

its potential influences in terms of organisational operation, productivity, reputation and

opportunity.

HR-related risks are regarded as operational risks, covering other aspeaist@dy
business, including personnel management, industrial relations and HR development
(Peterson, 2005). The reason for the existence of operational risks is inefficient or
ineffective processes (Lam, 2003). Part of the problem of approaching antdeih
operational risk could relate to the lack of crgsctional approaches to the issue. HR risk

is less studied because both risk management and HR are treated as functional, not ¢
strategic partners within the organisation. HR accompanying aslagement activities has

to be addressed across the organisation in the light of the overall risk management portfolio
Therefore, there is a need to integrate the traditional HR functions and risk management
This integration implies a more integrativemagement approach within the organisational

system.
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Moreover,iia company seeking to extract t he
carefully manage both the upside and downside risks throughout the duration of an
empl oyeeds tenurna nwgi twh tthh e efcirrum,t i bnegg iam d
retirement, termination and resignation ( L a m, 2003, p.134).
professionals should manage H&ated risk through all HR functions in a systemic way,

by identifying and managing all tipotential risks in different HR functions.

The changing role of HR is a result of HR management refashioning itself as a strategic
partner within the organisation (Ulrich, 1997). By managing HR risk more effectively and
efficiently, HR could demonstrattsivalue to senior manageméDevitt, 2005) Therefore,

HR risk should be managed in a systemic way. Such an approach will increase the cost
attributed to the HR functions. However, organisations should put emphasis on the long

term objectives of the in, and on managing HR risks cost effectively.

The importance and impact of managing of-rfRated risks in an organisational system
have not been fully recognised or highlighted. An effective HR risk management strategy
needs to address all risks ircamprehensive and systemic manner. Therefore, there is a
need for those functions to adopt more strategic and holistic approaches, and to work
together to maximise organisational productivity and minimise overall organisational

system failures (Markel, 200.

A Skill requirement

The effective integration of risk management and HR management requires that manager
have certain skills. Erven (2003) believed that all management skills are essential for
managing HR risk; however, the most important arédeship, communication, motivation

and conflict management.

Leadership is essential, especially to build team spirit. All HR professionals and line

managers have leadership responsibility. However, leadership is not something that can b
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easily trained. @Gmmunication is an essential skill for effective HR management. In an HR
conflict situation, clear messages, listening and use of feedback are especially important
Moreover, interpersonal relations, interviewing in the hiring process, building rapplogt in
management team and with employees, orientation and training, performance interviews.
conflict resolution and discipline all require communication. Moreover, every manager
faces challenges in motivating employees. Motivation not only helps the otganita
accomplish its strategic goal s It al so
goals(Dessler, 2007).

Managers should understand and satisfy employee needs, compensating fairly and tryini
hard to enable employees to work with a minimainirustration, and treating employees
equitably. Also, conflict management is essential in all teams: among employees, betweer
employees and the management team, and among the management team. Managers m
learn to deal with conflict rather than avoid Avoiding conflict and its causes simply
postpones the pain and agony that come from personnelugswConflict management
strategies provide the management team with positive steps for addressing damfllan(

Hirsh & Tyers, 2003Erven, 200%

A Flexible approach or standard operating procedures (SOP)

James and Wooten (2005) argue that to effectively manage crisis, managers must be able
operate flexibly and creatively, unconstrained by the slavish following of standard operating
procedures (SP). Also, champions at a very senior level in organisations could be needed
for such an approach to be encouraged, especially within-aveske culture (Borodzicz

& Van Haperen, 2003; Devitt, 2009). However, in bureaucratic and/or hierarchical
organisgions the employees are more likely to conform and be risk averse, and these group:
are more likely to stick to SOPs (Borins, 2002).

However, some people may argue that if managers follow SOPs, they may seem inflexible
and incapable of adapting to theepenting situation, but it will reduce the risk of being
dubbed Acommand failureso, particularly
incidents poorly. People will feel stressed, especially when they find themselves unable to
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comply strictly with procedures without compromising a more comssense response

with the actual circumstances they face (Bug)7 cited by Devitt, 2009)

Moreover, when the organisationds rul es
people may adoptanapprea h t o fiwor k aroundo. Il n thos
only be paid to formal organisational norms but also to what the organisation does to those
who do not obey its rules and procedures, formal or informal. Therefore, tHareakers

face mae risk than those following the SOPs, because itbubakers are successful in
their overal/l out come, the Apowers that
kindly on their rule breaking. Of course, the reverse applies, which could be thesason
stopping people from being flexible in dealing with a conflict situation (King, 2002; Larsson
et al., 2005; Devitt, 2009).

A HR and the Line managers

Purcell et al. (2003) believe that line managers have a significant impact on HR practices.
There is a link between high levels of satisfaction, commitment, motivation and discretion
and frontline leadership. Line managers have an effect on employee attitudes and
behaviours; there is an interactive and dynamic relationship between their raolleeand
impact. Overall, the areas where line managers make a significant difference te people
management practices include performance appraisal and recognition, training, coaching
and guidance, employee engagement and employee communibétsmme, 2006;Jacobs,

2013)

The role of line managers has changed in recentsy@&uff, 2011) As with HRM
refashioning its role as a strategic partner, the HRM function itself is either being
decentralised to internal line managers or outsourced to other orgarsigatioch, 1997).
Nowadays, line managers are having increased involvement in the transactional aspects ¢
HR activities, including recruitment (Purcell et al., 2003). Line managers are increasingly
the individuals with primary responsibility for HR withorganisations (Liebenbergt8oyt,

2003).
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These are some areas where, although the processes may be designed by HR, they cani
be delivered by HR; in those situations, line managers play a significant role. The line

manager role is crucial in some resjgefor:

a Enabling the HR policies and practices
0@ Acting upon advice or guidance from HEF

a Controhéiwgrkfl ow by directing and gui

However, although the importance of the HR function workingartnership with line
managers has long been established (Ulrich, 1981ght & Boswell, 2002 Whitaker &
Marchington,2003) the transition has been problematic for both HR practitioners and line
managers. HR professi on alkeyraelnothaimpglementatoa g n |
of HR issues. They need to understand it
models of HR and get lineanagers alongside (Pfeffer, 1994, 1p9erefore, having the
Aright peopl ed a soundemstend HrRaandwprk with the funbtions rot w
against it, makes a significant difference to the everyday working relationship (Marchington
& Wilkinson, 2005).

47 FACTORS THAT SHOULD BE CONSI DEREI

As Turner and Pidgeon (1997) state, organisatipreadepts, values, structure, hierarchy
and rules will affect the way of people analyse and handle a difficult situation. There are

some factors likely to influence the process of managing HRgiwkuld be considered

4710RGANI SATI ONAL CULTUREHI ERRBRCHUYR

According to Devitt, (2009) organisational culturetish elimaie and practices that

organisations develop around their handling of people, or to the espoused values and faith
of an orgahnsathenowor ds, thewayweuwothingeraund b e
hered . Further mor e, Hof stede and Hof stede

programming of the mind that distinguishes the members of one organisation from another
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An organisationds cul t ur ethenhndswtits mempersiolg m
also in the minds of its other Astakehol
Cultures can be regarded as the software of the mind of an organisation. A decision make

is likely to be affected by the culturewhich he or she operates (Devitt, 2009).

Culture has a high impact on crisis/risk management at all stages, including planning,
response, and theaturning to normality (Penrose 1 999) . Peopl eds be
significant direct and indirect feficts on a broad range of behaviours in the workplace,
including leadership/management style, ethical behaviour in the workplace, job satisfaction
and employment practice8ydhwar & Fadzil, 2000; Weave& Agle, 2002 King &
Williamson, 2005; Reave, 2005t is likely that an individual will be affected by the
organisational culture. Also, factors such as precepts, values, structure, hierarchy and rule
will form part of the organisational culture and affect each other (Devitt, 2009). The level
ofanind vi dual 6s authority and responsibild]i
outside SOPs or to challenge more senior personnel, all have connections to the
organisational culture (Robest Lajtha, 2002). Moreover, culture can hinder or facilitate
(Stead& Smallman, 1999). If the culture of one organisation sees risk/crisis management
as pointless or irrelevant, then they will not invest more time or resource in planning,

training and preparation (King, 2002; Mearns, Flin et al., 2001).

The hierarchyf an organisation also can influence the degree of independence of the people
who are dealing with a crisis. In publector organisations, there may exist reinforced silos

of hierarchy and structure that not only hinder communication -indrad inter
organisationally, but constrict interdisciplinary thinking, sharing and {rdepartmental
exchange (Carrel, 2000; Devitt, 2009). Furthermore, in bureaucratic and hierarchical
organisations, the senior managers are normally highly unlikely to take ifmstsuct
directions from more junior personnel, which means that it is unlikely the senior
management wi || accept a suggestion fr
management will have more influence on the procéssuadling crisis (Borodzicz &an
Haperen, 2003).

472REGULATI ON AND COMPLI ANCE
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The employment relationship presents employers with a minefield of legislation and
procedures (Davenport, 2006). Without adherence to or respect to that legislation or
procedures, the relationship between eyt and employee will be damaged, increasing

the risk of disputes anastly litigation (Guest&8C onway, 2004) . Ther e

management 6s responsibility to comply wi

According to Chittenden et al. (200pkeveryorganisation has regulatory and compliance
requirements it needs to meet there 1is
of regul ation. Stigler (1976) defined re
by the exercise of someeo ci ve gover nment power 0. [
process of identifying failures that prevent an industry functioning competitively and then
correcting them. There are three categories of regulations: economic, social and
administrative. Howewe some authors argue that in reality regulation can make situations
worse, that excessive regulation can make the desired outcomes less achievable. Regulatit
can reduce efficiency, flexibility, simplicity and effectiveness. In other words, basing rules
on previous organisational failures may not be the best way to prevent future failures
(Chittenden eal., 2000;Jackman2004;Corneliussen, 2005

Using regulations as a tool to fix a problem produces more regulations. Dramatic regulatory
failures tenda generate calls for more regulation, with little assessment of the underlying

reason for failure (Wood, 2003). It is very easy to become enmeshed in the mechanisms an
processes of compliance, without developing a grasp of the principles underlying the
regulation. This could be the reason that compliance with legislation is seen as a cost, ant

acts as a constraint in most situations (Kitching, 2007; Wood, 2003).

Jackman, (2004) believes it is necessary for regulations to set up rules and procedures fc
people to follow; however, regulation does have limitations. People should be aware of these
constraints in framing regul atmplianceisttyingat e
to achieve. Regul ations may reduce pract

situations, a practitioner will look at the Handbook to see if there is a rule that covers the
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problem or not. The main problem is that martyations may not be covered by rules or
procedures. Alternatively, the rules may not be clear enough, or the answer may not be
sufficiently clear, which will leave the practitioner to make a decision on their own. It may
reduce the abilities of the praabimers to make decisions based on their judgement.
Practitioners become increasingly dependent on the Handbook to find rules or procedure:
to solve the problem.

Moreover, regulation, which is designed to reduce business risk, becomes a major source c
risks on its own, as there is too much effort involved consultation, writing rules and
compliance (Brammertz et al., 2009; Brammertz, 2010). Indeed, overregulation can be as
impassiveasunder regulationOverregulation, or poor regulation, can undermine a fmé s
or an industryodos ability to do the very
(Jackman, 2004).

Also, regulatory compliance is costly. In some situations, regulation can be regarded as ¢
barrier to innovation and flexibility. However, evénl compliance with a particular rule

will not result in the achievement of regulatory objectives. Regulatory compliance is based
on an assumption that the target group will be aware of and understand how to comply with
a rule when it is published. Theaitdlen of increased complexity, and the volume of new
regulations, can make this assumption unrealistic. Therefore, compliance with a rule is not
always the best test for determining the effectiveness of regulation in achieving its goals.

Full compliance wth a rule may not accomplish the desired outcome (Jackman, 2004).

Therefore, regulatory overreaction to certain problems will increase transaction and
compliance costs. There is a fine line between sufficient regulation and overregulation.
Wood (2000) arges that the responsibility of policy makers does not end with publication

of the rule; it is essential to ensure the policy is brought to the notice of, and made
comprehensible to, the target group. For people to obey any rule, the essential condition i
the target group has to be aware of the rule and understand it, to be willing to comply, anc

to be able to comply (Brammertz, 2009).
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For risk management and HR management, regulation and compliance are essential, an
significantly important. HR practitiaers play a major role in terms of welfafted contracts

of employment and wellritten policies and procedures, and ensuring the managers are
trained to be f ami | ligations wdet the lawh(8teve2@0p)l o y e
However, it is important fothem to understand the benefits and limitations of compliance
and regulation to managing HR risk effectively.

48 CONCLUSI ON

In this chapter, the author has reviewed the theories and framework of HR risk management
As indicated earlier, HR management traditionally engaged in the recruitment, selection
and evaluation of employees. HR is a fundamental element to the success of many
organisations. If HR risk is not considered, the viability of many organisations will be
compromised; thus, it is vital tomsure the employer is aware of the HR risks and is taking
practical steps to manage those risks. However, due to competing interests betweel
employees, management and other stakeholders about HR risk, that risk can mean differel
things to different peopléhere are conflicting views about HBlated risk. Also, because
HR-related risk is extremely complex, this has made defining the teAR risk
management di fficult. There are few st
thereisnocleardefint i on, so the author has humane d
resource risk management is the set of activities that HR practitioners or line managers
adopt in order to manage risks aroi.siSogme
researcherhave tried to identify HRrelated risk from different perspectives; CIPD (2006)
developed a detailed list of HR risks under the categories of culture, employee engagemen
legislative compliance, resourcing, development, and cost/productivity and employee

protection.

Furthermore, the author explains the needs of integrate risk management and HR
management, and explore the benefits of the integration. In addition, An HR risk assessmern
framework designed by Mayer et al. (2011) has been explained, whichgs@iew of

systematically developing and planning HR risk management actions in an organisation.

Some authors have suggested that HR risk management should form part of ERM, as HR |
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essential to an organisational system, and HR risk could be managadhtithe HR
function in a systematic way. Line managers also play a crucial role in managing HR risk.
The skill required by HR practitioners for effectively managing HR risk are similar to
general management skills such as leadership, motivation, comtmmiead conflict

management.

The author then reviewed some general factors that may influence the process of managin
risk, such as culture. Regulation and compliance are discussed at the end of the chapter,
the author believes, for both risk managemnand HR management, regulation and

compliance play a fundamental role.

In Chapters Two, Three and Fourthe author has critically reviewed the theories of risk
management, HR management and HR risk management, which will provide the
fundamental theorigt structure for the author to formalise the primary research and carry
out critical analysis in the discussion stage. In the next chapter, the author will explain the
research method employed in this study.
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CHAPTER FI VE: METHODOL OGY

50 I NTRODUCTI ON

The purpose of this chapter is to describe and explain the research methodology of this stud
In this chapter, the author explains the research philosophy and choices of design an
methodological strategy. The author justifies the reason for employingntieiew
approach and the case study approach by exploring the strengths and weaknesses of the
and other alternative methods. Following this, the selection of sample, collection of data
and its subsequent analysis are discussed. The author alsseagitice limitations and

explains the ethical considerations at the end of this chapter.

52 DEFI NI NG THE RESEARCH

521 POSI TI VI S M, | NTERPRETI VI SM AND R

There are three views of the research philosophy: positivist, interpretivist and realist
(Saunders etla 2003). Positivism is the philosophical stance of the natural scientist which
emphasises an objective scientific method, of using a highly structured methodology to
collect quantitative data that is then analysed statistically. Interpretivism is atsuhje
stance; it is less focused on facts and numbers/quantitative data than words, observatior
and meanings/qualitative data (Anderson, 2004). However, the problems with the
interpretivist approach are summarised by such authors as Gill and Johnsonaf201
Robson (2002), who argue that although a large amount of data may be obtained, researche
may have no clear idea of what to do with it; it can be time consuming and impractical. The
realist approach shares some philosophical aspects of positivistme @ame time, it
recognises the importance of understanding influences on people and their behaviour
"Realism is based on the belief that a reality exists that is independent of human though
and beliefs ( Mayl or & Bl ackmon, ,tle®acleapdisthdign. I
between the world as experienced and what is really going on. Theories used in this researc

process are a series of tools and techniques for seeing beyond the surface of reality. Thel
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are largescale social forces and praeses that may affect people's interpretations and

behaviours, without their necessarily being aware of the existence of such influences.

The choice of philosophical approach will rely on the research questions. According to
Saunders et al, (2003) busisemnd management research is often a mixture of positivism
and interpretivism, and maybe to some extent will reflect the stance of realism. For this
research, the objective is to examine the effectiveness of managing human resatede

risks. Thereforehe realist approach was used, in order, not only to understand the meaning
of the information that was gathered from the research, but also to understand the reasor
for this result; its causes; why people react differently to the issues, and whdaotbes

have led to these results.

As Saunders et al., (2003) suggest it is important to attach the research approaches to tt
di fferent r es ehedallctivedpprdach ®wep imdreets positivism and the

inductive approach to interpretivisn{P.85). The deductive approach makes more use of

guantitative data and generalised conclusions from a large sample, through developing
theory or hypothesis that is thought to be true and tests it out using a highly structured
methodology. It emphasisesiantific principles and selects samples of sufficient size in

order to generalise conclusions. The inductive approach, conversely, emphasises th
collection of qualitative data and formulates a theory as a result of the analysis. It allows for
a more flexble structure to permit changes in research emphasis as the research progresse
This approach seeks to explore why something is happening rather than to describe what i

happening.

Creswell (1994) suggests a number of practical criteria for adoptiegearch approach.
However, Saunders et al. (2003) believe that the primary influence on choice of researct
methods should depend on the research questions and objectives. In this stadiydhe
takes the nature of the research topic, which was theimpsttant issue to be considered.

It is true that the induction approach is more protracted and has a higher risk of producing
less useful data patterns and theories through the research than the deductive approac
however, for the purposes of this rasbaopic, there is much debate and existing literature

about risk management and human resource management. So, using the induction approa
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to observe facts, behaviours and meanings to form a generalised theory about what i

occurring and why it is happeg is more suitable for this study.

Therefore, the main research method in this research is qualitative. The research aim is t
answer ¢uwhgdt iadnimds Whd qualitative research method means collecting
qualitative data (data in the form tefxt, image, and sounds) are drawn from observations,
interviews and documentary evidence and analysed using qualitative data analysiss meth
(Denzin, & Lincoln, 2000Bernard, 2002 The research methods involved in this thesis are

the interview, case study and simulation exercise.

522ETHNOGRAPHI C APPROACH

The ethnographic approach has been used in this thesis for data collection. According tc
Schutz (2004), ethnography origiedtin cultural anthropology and sociology, and it
became one of the main qualitative research methodologies in the discipline of sociology
(Lloyd & Deasley, 2000Q)Ethnography means a researcher spends months and years fully
immersing themselves in the e of the group they wish to study (Seale, 2@#vage,
2000. However, OOReilly (2005) points out
used in different ways in different disciplines with different traditions:

~

Al t i s wor tethnograploy has art assortmierd af meanings; therefore, it is
not often utilised in a wholly orthodox fashion (nor does it fall under the auspices of one
epistemological belief). Thus, it is imperative when embracing an ethnographic inquiry
that you give somindication of what your stance is and of what you are taking the term
ethnography to mean, in order to promote a clearer vision of the methodological

processes employeBdtterman1998 cited in Lambert, 2010, pagd.

In other words, ethnography israixed approach; it is not simply following specific
prescriptions about the procedure, it is more a question of general style (Devitt, 2009).
However, it is important for the research&r have a clear idea of the term, in order to
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employ a suitable visio of the methodological process. It tends to require a period of

immersion, supported by participant observation, in order to gain an insider perspective.

AFor some, ethnography refers to a phi
makes a totatommitment; for others it designates a method that one uses as and when
appropriate. And, of course, t hAkinsonar e
& Hammersley, 1994)

A At its simplest l evel, 6et hnogr sepdiy 6
research methods); the principles that guide the production of data (a methodology);
and/or a product (the written account of a particular ethnographic proj&dyage,
2006 Cited in Lambert, et al. 2011).

Therefore, the ethnographic approachthe process of study of social interactions,
behaviours, and perceptions that occur within groups, teams, organisations, and
communities. In other words, in modern social science, ethnography is théetong
observation of, or participation in, a grouppEople in their natural setting of everyday
behaviours and activities (Gill & Johnson, 1997; Lloyd & Deasley, 2000). In this thesis, the
targeted group for study are the people who are involved in managing HR risk in the UK
public sector. Thauthorhas sudied the process of managing HR risk through analysis of
HR professionals and union representatiwv

behaviours concerning HR risk management.

Moreover, Lambert, et al, (2011) stafeEt h n o g r a p dnly to aoileot snformation

from emic internal perspective but also to make sense of data from an etic external social

science perspective. | n ot her words, researchers ge.l
through representation from teenicperspet i ve, or oO0i nsider6s po
The ethnographic approach had resonance withatitbod s practical e

interacting with human resource management. Asititeorhad a period of working in an

HR department in the private secttinis provided opportunities for her to obtain some
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general ideas of the operation of HR management. After she finished her MSc Internationa
Human Resourcedegree, the auth@pent three months on a work placement in one local
authority in the UK for he CIPD certificate. This working experience gae author
insight into some of the differences between HR management in private and public sector
organisations, especially in terms of managing human resceieted problems. This
became the starting puiof her research interests in her.Phthesis. When the author
reviewed the literature amsk management, the authaefined her core direction of Ph.D.
thesis as managing human resource risks. Most impottenguthorfelt comfortable and
confidentusing an ethnographic approach to collect data within the Human Resources

department in the public sector.

Bernard (2002) states that the main benefit of the ethnographic approach is that it will
provide a detailed investigation methodology for collegtich and complex data of social
phenomena. Ethnography helps researchers become a member of the studied group, al
enables the researchdéo observe more closely (Rosenbet§99; Gonzalez, 2000). The
ethnographic approach helps researchers develop understanding through the clos
exploration of several sources of data (Hoey, 2014). There are two general methods used i
ethnography approach. For instance, lbemgn engagement, alsoalled participant
observation, the benefits of participant observation are to immerse oneself in a community
to gain deeper knowledge. Also, interview or surveys used for the collection of ideas and
opinions in the setting. Moreover, researchers colldetrasources of data which depend

on the specific nature of the field setting, which may take the form of representative
documents such as reports, newspaper and magazine articles and secondary acaden
sources. Reeves, et al.,, (2008) suggest furtherni@ie ane important feature of the
ethnographic approach is the investigation of a small number of cases, in order to explore

the nature of a particular social phenomenon.

For Fetterman (1998), it is necessary to employ several tactics before condueting th

ethnographic research. The first thing to do is to obtain access to the study group. The be:

path to involvement in the research group is to contact the people who have the mos

influence or know the most about what is going on in any research settother words

t hgatekeepes ( Cook & Grang, 1995, p.14). Afte

it i s bendimral ®oReéli I'ly (2005) emphasises t
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noticeable, otherwise, difficulties may arise in r@atto observing people's behaviour in
their natural settings (Devitt, 2009).

In this thesis, thauthorbegan the present study by sending emails to personnel related to
human resource risk management from the end of Septe2fidr The target contact
intervieweesat the beginning were the heads and managers of HR in Higher Education and
Local Government in theosith of England. The auth@ras not very fortunate in the early
stages of contact; only a few HR managers agreed to do an interview. The sezopd at
commenceat thebeginning of February 2012SeeAppendix 5A)

In this thesis, the ethnographic approach involved an extensive programmeegithn
interviews with the people who participated in managditfg risks or crisis, by using
purposeful samling. The authorused semstructured interviews to understand HR
professionals and Union representatives?o
study approach is used in analysis of HR risk managing in practice, also a process of
comparison \th interview results. Moreover, the documentary review is used for collecting
the worldview of the participants and attempting to use empathy as a tool to better

understand/rationalise the behaviour of all involved in the case studies.

During the reseah, the authorattending meetings and training programmes arranged by
HR professionals within theorganisation, so the authobtained opportunities to be a
participant observant of current developments in the resestting. Furthermore, the
authorattempted to bring a real life situation through a designed simulation exercise to gain
further evidence from people completely uninvolved in HR matters in terms of
informal/better ways of dealing with HR risk. Dy this process, the authparticipated

in the exercise, and observed the reactions of participants.
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53 RESEARCH DESI GN

531 | NTERVI EW

According to Anderson (2004), the interview is a useful research method, as it is a useful
way to obtain individual opinions and experiences. It isxdremely flexible research tool,
which can be used at any stage of the research process (Breakwell, 1995). Interviews can &

readily combined with other ap@ohes in a mukimethod designQill & Johnson, 2001).

There are three broad purposemtérviews(Hussey & Hussey, 1998mith, 22, p.21).

First, interviews can be used as a platform for testing hypotheses or exploring new theories
Second, interviews are a method of gathering data; through interviews, researchers ca
obtain indepth infemation about the subject, particularly in constructing the whole story
aboutWwhat happeaeddwithafipetedy.0 Third, the inter
data collected by other methods. Stake (1995, p.66) reminds us that it is usually not very
impor t ant to capture t he gigwhatttheywneandhatisonbre t h
i mp o r;itia mevettheless essential to keep a record of an interview in order to validate
the study. There are several methods of conducting interviews, suclivaduialdor group
faceto-face conversations, email communication, or by telephone; it can be structured,

semistructured or unstructudgDenzin & Lincoln, 200; Mason, 2002

A Advantages and disadvantages of intervi

Brewerton (2001) has listed the advantages and disadvantages of interview surveys.

The advantages are:

ua It can preserve rich data and the orig
u I nterviews are flexible, and can be wus
a Mu |-teit hod data collection is also poss

techni qgues, e. g.adnbisreirsvtaeri eodn ad | eanmedn tsse.l

The dsadvantages are:
67



a I nterviewsnauei hgmedue to the vol ume ¢
of nhemeded to introduce, establish raprg
a Some samples (especially those which &
be more accessible via other methods;
a Many factors are open to Ipiemg.anFEerty 8
expectations, I nterview styl e; i ntervi
adoption of role by interviewee, soci a
a Due to the openness to so0o manyumnypgeés adbd
particul ar |l y swhiesnh etsh et or edsreaaw cchoemp ar i s o
a It may be difficult to ensure objectiyv

research findings.

A Il nterview survey design

Interviews could take a varietf forms, depending on the type of data required to inform
the research questions being asked, as well as on the availability of resources (Brewertor
2001 Johnson & Duberley, 2000In general, there are structured interviews, unstructured

interviews, emi-structured interviews and ethnographic interviews.

Structured interviews ask a prescribed set of questions in a fixed order, the interviewees
being required to respond to the selection of one or more fixed options. The advantage o
this method is that ensures rapid data coding and analysis, easy quantification of data and
consequent comparability of responses. However, this approach constrains interviewees a

it does not allow for exploration or probing into further areas of interest.

Unstructurednterviews afford the opportunity for the researsherdeal with any or all of

a given number of topics, which may be of relevance to the research topic. Neither interview
guestions nor the order in which they are asked are fixed. The advantageowstthk
researchexto obtain rich salient data from each participant by applying-epeled, rather

than fixedoption questions. However, the depth of exploration of the research topic in the
form of unstructured interviews will depend on the knowledgkskills of the researcher
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Semistructured interviews incorporate elements of both quantifiable -tkette responds

and the facility to explore and probe certain areas of interest in more depth (Zheng, 2007
P.87). The advantages of sestiiucturedmterviews are: they allow interviewees to explain
their responses and to provide moralapth information when necessary; the results are
easy to analyse, quantify and compare. However, the disadvantages are: the temptation
spend too long on unimportasubjects; the researckenay cede control to the interviewee:

the reliability may be reduced when applying rstandardised approaches to individual

interviewees.

Ethnographic interviews allow the researahteract as a facilitator, to suggest direnos
for discussion. Researchers use unstructured interviews within the context of the target
research area, and allow interviewees to develop their responses in ways with which the

are familiar, using their own frames of reference.

A The interwnisew@nguedhteiio justifications

As the interviewees of this research are from two different groupaman resource
departments and unioihgwo sets of interview questions were designed for each dseep
Appendix 5-B). The interview questions differ slightly in each case. However, all the
interview questions were designed according to research objectives, and the order of the
guestions has been matched in order to facilitate coordination in the analysis stage

Interviews questions and accompanyjagtifications are shown ibelow:

Question Group Justifications

Question (HR) 1: Question (Union)1: Justification:

How long have you been working § How long have you been involvel Greeting, icébreaking, allow interviewee
an HR professional? in managing grievances / as uniq to talk about things they are familiar wit
representative allow  researcher to understa
intervieweeso® back
6rightoé people, i

validity.

Question (HR)2: Question (Union) 2: Justification:
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What does HR risk mean for yoy In your experience as a unig

organisatiof? advisor, what are the major are

of risk that you have to deal with

For example:

Grievances and complaints
Recruitment and selection equal opportunities
Training and development, performance managemangrds,
disciplinary
Are there any other areas of HR where risk is not recognized or ma

formally?

Get general idea about human resou

risks management ini nt er v
organization, to test the understanding
human resource risks of HR profession

and union staff

Question (HR)3: Question (Union) 3:

What policies and procedures ¢ In your opinion, how do HR

you have for managing HR riskg policies and procedures contribu

How to manage HR risks? to the managing of HR risks?

Question 4:

Can you give an example (anonymous) where these types of riskg
surfaced and the policies and procedures have not worked

Question 5:

Are you satisfied with the way risk @urrently managed in HR withi

your organization?

Justification:

Present an overall picture of managing k
risks in reality from asking for example
Policies/procedures of managing HR rig
and the satisfaction Vel of interviewee
about HR risk management in the

organization

Question 6:

In your views, what are the difficulties to manage HR risk in reality?

Justification:

Identify the difficulties and challenges
managing HR risks faced by interviewe

in practice

Question7:

What potential is there to improve HR risk management? For exa
could training be improved for HR professionals? Or does the cu

training and CPD adequately prepare HR professionals?
Question 8:

Do you believe there is a softer side or morditatave skills that canno
be formally trained/assessed? How can we learn/recognize/enco

manage these skills?
Question 9:

Do you believe a less formalized structure may be more effecti

dealing with certain types of HR risk?

Justification:

Explore the possibilities/ methods
improve HR risks management

practice.

Explore the way to solve the probler
which identified by interviewees durin

the process of managing HR risks.

Provide opportunities to interviewees
review the process of maging HR risks|
within their organization; identify thg

problems and solve the problems.
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Question 10: Justification:

In order to effectively manage HR related risks, what kinds of sk Identify skills and competences that H
competences are required? professionals and union representati

believe are important to manage HR ri

effectively.
Question 11: Justification:
Wh a't is your view of fiadvocat ( Examine the role of union representati
solving HR risk situation? in the process of dealing with HR confli

from HR professio

union representatives themselves.

Question 12: Justification:

How much time is taken up dealing with grievances? Has anyone| Examine understanding of cost
review or calalate the cost of dealing with grievances? managing HR risks amongst HR al
union staff; get overall picture of cost
managing HR risks in practice.

In this study, all the questions asked in the intenaegvdesigned to assist in reaching the
research aim and objectives. A combination of answers addresses each research aim. Tt

IS because the research objectives need to be fulfilled from more than one perspective.

A Il nterawipewach in this research

It is impossible to interview all the people who are directly or indirectly related to managing
HR risks. Therefore, using more proper sample techniques to choose suitable researc
targets are criticabr the success of the study order to gather monsluable qualitative

data, in this research, purposive sampling was taken as the method for determining the
sample form in which the qualitative data would be collected. As Neuman (2000) suggests,
the purposive sampling technique enabled the reseatotsalect those who were best able

to answer the research questions. This form of sample is often used when working with very
small samples such as in case approach. Hence, the targeted interviewee groups for th
research are HR staff and Union staff in th€ public sector.
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In Septembel011,the authorselected ten Higher Educat®and ten Local Government
establishments after comparing size of organisation and geographic locatiorsitAdre

then sent a letter to the potential interviewees insteadnailieag them, as thauthor
believed that emails were more likédygnored. HR professionals in particular are normally
very busy. Thus, the letter being more formal would be more likely to increase the attention
from the potential interviewees. After &wweeks of waiting, the authareceived 15
responses from selected higher education institutions and local authorities. Of these 1f
responses, four respondents from local authorities agreed to the interview requirements
However, no higher education resplents agreed to be interviewed. Taethor tried
emailing or calling the selected organisations in order to obtain more opportunities for an

interview.

In February 2012heauthorconducted a second attempt to obtain more interviews. Another
set of tweny organisations were selected (ten higher educatiod ten local government
organisations). A total of five HR professionals from higher education, and one from a local
authority agreed to the interview requirements. Some interviews with union reptigsenta
were obtained through the recommendations of interviewed HR professionals, while some

Uni on representativesdé interviews were (¢

In total, twenty interviews were conducted in this study: six intersiewith union

representatives, six with HR professionals from higher education, and eight with HR
professionals from local government. All the HR professionals had been working in HR for
more than five year s, and t wo ndeandhe public e t
sector; three HR professionals and one union representative had experience of working ir
the private sector. All union interviewees had been working as union representatives for

more than five years.

The interviews conducted in this diuaresemistructured interviews. Fifteen interviews
were faceto-face interviews, three were conducted by email and two were interviewed via
telephone. The advantages of faodace interviews are that they allow the opportunity to
develop a positive fationship of trust between interviewer and interviewee, thus, the

respondent is more prepared to accept probing questions and to dig deep in terms o
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articulating feelings and experience. Also, factors like environmental influence and non
verbal languagean be considered, which will increase the data reliability (Hussey &
Hussey, 1997). On the other hand, telephone and email interviews share the advantages:
time and cost effectiveness (Anderson, 2004), and avoid the problems caused by geograph

locations.

Before the interview, a cover lettdsee Appendix5-C) was issued to individual
interviewees, in which thauthorexplained the nature of the research, and provided the
interview questions to the interviewees in advance. The reasons for doing f0 yee

the interviewees a general picture of the questions so as to reduce the uncertainty an
potertial hostility to the authoMeanwhile, permission for using voice recorders was asked
before the interviews. Some interviewees refused to use voiaeeesbut noteaking was
allowed instead. 80% of interviews were recorded, which increases the data reliability.

The validity and reliability of the data are cralgGill & Johnson 2002)To this end, the
authordiscussed the main ideas with the interviewee, clarifying the ideas expressed by
asking such questionsas® you meané?", "Could you pl .
"Could you please give me an example of thig?ensure that what the authwad heard

and recorded represented exactly what the interviewee had intended to say.

From this analysi and discussion, the authsrconfident that the interviewees' responses
reflect their opinions. Thauthoralso kept notes of interesting/critical informatiarsing
during the interview, which was of help in the discussion stager A#teh interview, the
authorimmediately wrote down the key points. Other matters, such as the body language of
interviewees and the autt®impressions, were also consielé Futhermore, the author
transcribed each interview immediately afterwards while memory was still fresh. All the
interviews wee transcribed by the authas faithfully as possible to their original wording.
During the transcription process, the interview rdsowere reviewed several times to
ensure accuracy. The authaliso contacted some interviewees after their interview, to
resolve any doubts, either by phone or email. dinoremailed transcripts to 20% of the
interviewees, allowing them to check thea@cy of the information.
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532CASE STUDY

Anderson (2004) states that the case study approach is the most obvious research strate
for researchers to undertake over a limited timescale. The case studies strategy is th
preferred stratewy &admwmd @ddWhly@esguepgtiidns
contemporary phenomenon with somed#eal f e cont ext (Yin, 2003
designo or a Astrategyo to be preferred
appropriate, rather than an idedlsy commitment to be followed whatever the
circumstaces (Platt, 1992; Eckstein, 200h other words, a case study can be regarded as
an experimental investigation that explores a phenomenon within Hifeeadntext (Yin,

1994).

The case studgpproach enables researchers to apply a mixture of data collection methods,
coupled with some interaction of factors being taken into ac¢Stentk & Torrance, 2004)
Therefore, the issue/topic can be studied in depth (Yin, 1998). The data colteetlods
employed by the case study strategy may be varied, including questionnaires, interviews
observation, and documentary analysis (Robson, 2002). Similarly, Harrison and Leitch
(2000), stress the importance of diverse sources of evidence to supporsehstucly,
including documentation and archival records, interviews, direct observation and participant
observation. In this research, tesemistructured interview, documentary analysis and

observation were adopted by #athoras the principal researchethods in case studies.

Even though the case study is deemed to be a particular type of approach within the stabl
of flexible research designs, there is an argument to be made that all enquiries are cas
studies in that they take place at particular snmeparticular places with particular people,

and that utilising more than one method of data collection can improve many flexible design
studies Stake, 2000Robson, 2002).

The advantages of a case study strategy can be summarised as the followpanisu

Firstly, it allows researchers to concentrate on a particular case so that they can look intc
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details of the events or phenomena (Harrison & bei00Q Stark & Torrance, 2004
Because only one or at most a few cases are investigated dericasthstudy, researchers
collect a large amount of information and deal with a variety of evidence. Hence, the
advantages of using the case study is that it provides experiences that are analysed in a for
of comprehensive knowledge, as researchers Ih@egportunities to obtain a broader and
deeper understanding of the case (Stake, ;19@%e, 2000Anderson, 2004

Secondly, the case study strategy has variouscapiphs. According to Yin (20Q3the

case study strategy can deal with contextuaditmms and the reality of many social
phenomena is that phenomenon and context are indeed not precisely distinguishable. It ca
be used as a method for the illustration of-féalexperiences, enabling the researsher
explore phenomena that are umrel®r uncertai(Eckstein, 2000Yin, 2000. It enables
researchers to clarify research questions by evaluation or explanation, and to explore

relationships within a mass of complex empiriealdence (Yin, 1994; Stake, 2000

Thirdly, researchers haveegter flexibility in choice of research methods when using this
approach. The case study approach enables the researchers to twist the requirements
research methods for the purpose of meeting the requirements of reality; in other words, tc
amend the mrcedures and rules of research method to fit with the requirements of a real
life situation (Stake, 2000; Thorpe &olt, 2008).

There are some disadvantages in a case study approach. Stark and Torrance (2004) pol
out that the case study approach allaowsearchers to gather an enormous volume of
qualitative data, which may be difficult to analyse. Neuman (2000) criticised the approach
as timeconsuming as, during the research, many unusable documents are produced. Fc
Yin (1998), the case study approacdnnot avoid the problem of subjectivity, because
researchers' bias and preconceptions may influence the findings. A similar critique is sharec
by Stark and Torrance (2004), who believe that the quality and skills of the researchers
would almost certainlaffect the result of the case study. However, it is hard to identify the
qualities researchers may or may not have. Moreover, it is hard to use one case study rest
to represent a large population; in other words, theories cannot be generalised frem a cas

study. Easterbymith, et al., (2002) believe that a case study approach is too procedural,
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and seeks to establish "the facts" of a particular case and then applies a scientific
experimental approach using replication logic, as opposed to an ethnogapphoach

which interweaves data collection and theory building.

Stark and Torrance (2004) suggest that it is important to select the right number of cases fo
study. The case study can be singlemultiple-case studies, small cases or larg8l cases.

Peter (1998) suggests the selected case study should be based on researchers' experie
and limitations: for example, financial considerations; time limitation; language ability, and
geographic locations. Also, the choice of case and the number of ¢heocdd be subjective.
Furthermore, Saunders et al., (2007) argue that the fewer the cases investigated, the mo
information collected about each of the cases. However, the weakness of such an approac
Is that it is hard to make a comparison between d sun@ber of cases and a large number

of variables, as it is hard to generalise the results. Rihoux and Ragin (2009) suggest that th
selected case should represent either the most similar or the most different systems. A
different cases will bring cultat, social, political and economic variables, it is hard and
unrealistic to compare all the variables in a single project. Therefore, it is critical that a
researcher has some idea of what information isettealbe compared and analysed, and
when to stop the research (Wo&dChristy, 2001). Careful selection of cases is the key to
conducting comparative studiéGomm, Hammersley, & Foster, 2000 this research,

two representative cases weetested fronthe public sectoone from local authority; one

from higher education. As these two cases represent the most similar systems, it will benefi
the research at the analysis stage.

Nevertheless, the nature of the case study approach is that it isadeavdstigating
contemporary events and for when behaviours cannot be manipulated, such as in the ca:
of laboratory experiments, where different variables can be introduced or removed, or
control subjects used (Robs@@02) Due to the complex, dynammature of HR risk, the

case study approach is an ideal strategy to enablautherto view HR risk from the
perspective of those responsible. The case study approach provided insight into risk
management in the human resource context; the descriptividestichtive nature of the

case studyapproach provided the authevith a rigorous investigation and a better
understanding of human resource risk managemerapipr@ach allowed the authaccess

to the experiences of people and to exchange ideas dotergiews, thereby providing
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data for analysis, synthesis and interpretation in this thesis; finally, it allows for the
introduction of a relatively untried method for understanding the ideas, behaviours, and

cultures towards managing human resourcesrisk

A Case study approach to this research

Two case studies were selected and designed in this research. During primary researct
several cases were collected by #ughor After comparing and considering the nature of
the case, size, level of complexitpdainformaton availability, the authoselected two

representative cases.

Access to these rebife cases is challenging, especially when the research targets work for
the UK public sector. To overcome this challenge,ahthortried conducting intervies

first, focusing on the research topichuman resource risk management. During th
interview, the authoattempted to ask individual interviewees to give examples of difficult
situations relating to HR risk management that happened within their otgami&y doing

so, many interesting examples, small cases and significant cases were obtained. Afte

building trust vith interviewees, the authobtained more information about the cases.

Case study one, Vicky Battle and the Seaside City Council, wdsshcasestudy selected

by the autharThis workplace crisis was very complex, involving several people, and lasted
over two years. The reason for selecting Vicky's case was because this classical HR risl|
management case presented an actual examiptevoéomplex the HR risks could be in the
workplace, and how the HR and management teams are dealing with workplace conflict in

one local council in the south of England.

Theauthorinterviewed the Head of HRMaggie Dollyi who was involved in Vicky'sase

at the council in April 2012. During the interview, Maggie expta the case to the author

in detail. Afer the interview, the authoeceived comprehensive documents from Magg
which enabled the authto formulate a better understanding of theecd$he documents
Maggie provided were the case report from Head of HR (Maggie Dolly); the external

investigator's report; HR policies of the Seaside City Council, and the final outcome of the
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grievance hearing which was produced by the Corporate DirddioRichmond). Also,
some important emails and letters between Vicky Battle, HR and management were

provided.

Unfortunately, the individual employédeVicky Battle could not be consulted for reasons

of data confidentiality and anonymity. In order to ers\icky Battle's views were included,
Maggie kindly provided two documents produced by Vicky Battle during the process of the
case. These two documents were Vicky Battle's 16 grievances report, and her persong
statement about the case. Therefore, althMigky Battle was not consulted, from analysis

of these two documents, Vicky Battle's views about the matter were considereditfidre
believed that from analysing and summarising all the documents (interviews, emails, letters,
reports, personal statement and policies) obtained from the City Council, an impartial

overview of the original case could be ensured.

Due to the complexity of the case, the case study will be presented according to the timeline
from October 2006 to October 2008. Some relevant primary documents were selected
summarised and have been attached in the appendix, from a supporting perspexdse

to have a better understanding of the case.

Case study two, Dr Stone and the University of Middle England, was selected because i
reflects the purpose of this research; it presents a real HR risk situation, in a real workplace
It is an examm@ of managing HR risks in practice; it is a situation that could arise in any

organisation or happen to any individual.

In order to gain access to the individual (Dr Stone) who was involved in this case, so as tc
obtain more information about the cases duthortried contacting anyone participating in
this case through the author's first supervisor's personal connections. With the author's firs
supervisor's help, after a few weeks of repeated attempts to reach the individual, the autha
finally receival Dr Sone's reply. Then the authiaced another challenge in building trust

with the individual.
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The events of the case took place over a long period, which added to the difficulty of asking
the individual to review it again. It was a sensitive issukreeeded to be handled carefully.
Therefore, trust between thathorand individuawere essential. The authioied to explain

the nature of her research, why she was interested in this case and promised that all th
information about the case would raim confidential and anonymous and that no
organisation or individual would be identified. Finally, Dr Stone agreed to the interview on
the condition of this promise of confidentiality and anonymity. The interview was
conducted at Dr Stone's current unsrgrin July 2012, lasted orenda-half hours, and

was recorded with the permission of Dr Stone, which helped in the data analysis stage.

Once again for reasons of data confidentiality and anonymity reason, the orgaiiisia¢ion
University of Middle Entandi could not be contacted. However, in order to understand
the whole story properly, not only from the perspective of an individual employee, the views
of the university should also be included. After the author explained her concerns, Dr Stone
kindly provided all the emails exchanged between him and the human resource departmen
and management team of the university. This proved invaluable, as the email dated fron

when Dr Stone started work at the University until he left.

This 500page email documeprovided by Dr Stone contained all the information about
what took place during Dr Stone's employment at that universityatitim®rbelieved that
comparing the interview information with the email document would enable her to obtain a
full picture of tre case. This information comprises all email correspondence between
individual employees (Dr Stone, his colleagues), management, students, and the HF
department. After reviewing the email document several times, some significant
information emerged, whichas been used as citations or presented as appendices with

reasonable changes (to ensure data confidentiality and anonymity).

5.33S1 MULATI ON

Simulation is the method that enables realistic scenarios for the purpose of familiarising

participants with both theontext and settings of real scenarios. Using simulation to train
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decision makers has been extensively studied for a variety of applications (Borodzicz,
2005b). There are three types of simulation: seminar; table top and live exercise. Kincaid
(2011) suggsts that the selection of certain types of simulation should vary according to

the purpose and scope of a simulation. The benefits of using simulation could be to: revea
weaknesses, gaps in existing plan; enable the improvement of individual performances
ensure the effective implementation of plan and procedures; use for purposes of educatior
and enable the participants to become familiar with problems; build a channel to provide

public information(Kincard, et al., 2003)

Moreover, simulation enablessearchers to gain insights from participant observation. By

participating directly in simulation exercises as a facilitator/evaluator, researchers will
obtain a rich or thick descriptive picture about the behaviour of the individual under
observation (Brodzicz, 2005pChen & Boraizicz, 20043.

Scenarios are also valuable for understanding decision making from a research perspective
by understanding how decision makers operate. Simulations offer an opportunity for
researchers to gain a participant okkagon understanding of behaviour within the context

of an observed setting because people act and understand the world by taking meanin
symbols from their surroundings. Participant observation allows the reseatoher
participate directly in simulatioexercises as a facilitator/evaluator. The reseasckigr
attempt to understand the environment by being a part of it, through participant observation
The aim here is a Arichod or Athick descr

under obsesation (Geertz, 1973).

In this thesis, a simulation exercise was designed according to case study two: Dr Stone an
the University of Middle England. The purpose of conducting a simulation exercise was to
bring a real life HR risk scenario into practiaefest out how people react to HR problems.
The simulation exercise was conducted aflffeUKSS 2013 September conference. There
are four steps in this offeour simulation exercise: debriefing; grouping and selecting
players; performing the exercisesdapresenting the results. In total, 14 participants were
involved in the simulation, divided into two groups. During the simulation, each participant
performed their role according to the personal description and reacted to the simulation

exercise questits. Theauthorworked as facilitator/evaluator during the simulation in order
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to participateobserve the participants. The final results of the simulation were compared
with the real outcome of case study two.

54 DATA ANALYSI S

A Analysis ofi nther viesw, tcsasod studies and
In the data analysis stage, thghoranalysed the interview results according to the aim and
objectivesof the research. The authalso compared the interview results with the theories
and frameworks covered in thigerature review; the difference between the interview

results and the case studies are discussed in further detail in Chapter Six.

At the data analysis stage, the case studies and simulations analysed according to the ai
and objectives of the resear@diso comparing the case studies with the interview results.
Moreover, the theories and frameworks discussed in the literature review were applied to

the two cases and simulation (for further detail, see Chapter Ten: Discussion and Analysis)

A DocumewiteRe

According to Scott (1990), most documents exist as objects that were written for specific
purposes or events, and documentary evidence can be regarded as the basis for mc
qualitative research. From a document review, the reseaidmeobserve thsituation in

a comprehensive manner; at the same time it will facilitate the comprehensiveness of the
interviews conducted by the researchdiime and cost effectiveness is another benefit
afforded by document review; it enables the reseasth@onducimore extensive research
(Mason, 2002). Most importantly, document review is a supportive method for the
researchexto obtain or examine the history of a particular event (Smith, 2002). The sources
of documentary research can be primary and secondaryiaai@®evitt, 2009). In this
research, document review benefits the study in different ways, not only being used in
analysis of interviews but also in complementing the case study approach. The document
examined in this study include company reports, &umesource department reports,
personal statements from individual employees, formal letters between employee and

employer, emails, HR policy documents and external investigation reports.
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The authorused the document review method to triangulate thenigsdof these case
studies and ensure the result was more convincing and accurate. Parti¢dulasyhelpful

for the authoto understand the historical background of the events from different people's
viewpoints (human resource, employee, managemamnnand other stakeholders); it
established an overall picture. (Some essential information from document analysis has bee

selected and attached in appendix.)

S5 ETHI CAL CONSI DERATI ONS

There were a range of ethical issues that had to be taken into ast@meonducting the
research, which includes interviews, case studies with individual participants and a
simulation exercise. The primary data were intended to be collected from human subjects
or data that are individually identifiable. The purpose ofecting primary data is to help
answer the research aim and objectives. In this study, the data access and ethic:

arrangements were conducted to fulfil the requirements of the University Ethics approach.

Saunders, Lewis and Thornhill (2003) defined etl@s referring to the appropriateness of
behaviour in relation to the rights of those who become the subject of the research or are
affected by it. Ethical issues are important in all research, and should be considered
throughout the whole process: desigmtial access; collection; analysis, and reporting
while, at the same time, remaining sensitive to the impact of the work on those who provide
access and eoperation and those who will affect research res(fiseAppendix5-A, 5-

C)
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per mi ssion was gained before beginnin
accuracy and relevance through all owin
do wiet hetsslearch process. The objective
presented to the participant by cover.

consent was obtai-tneacdyapmaoVvasl andTHaci
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MI TATI ONS OF THE METHODOLOGY

According to Patton (2002), it is essential that the researduld ensure that the

collected data is both valid and reliable. Validity here concerns whetheinttiegs are

what they appear to be. Construct validity relates to the development of an operational se

of measures and the subjective judgements that are used to collect them. External validity

sometimes referred to as generalizability, is the extemthigh the research results are

generalizableln order to address the issue of validity, dlwthoradopted multiple sources
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all the way through the interviews and secondary data reviews and maintained evidence the
the research questions could be followgtht through to the conclusions. Due to only two
case studies being selected, the results were not generalizable to all populations within th
industry. This concern was overcome by conducting interviews with the target group,

coupled with simulation exeises at tha 7" UKSS conference 2013.

Reliability of the research design seeks to minimise and control errors and bias in data
collection, interpretation and presentation. Robson (2002) asserts that researchers should |
aware of the subject or pargeint bias when designing research. During the research, the
covering letter explained that the questionnaire would be completed and analysed in the
form of anonymity, which would minimise the potential problems relating to the reliability
of the data. In @ler to gather more valuable data, it was the intention @futierto obtain
qualitative data through sesiructured interviews with more opended and probing

guestions.

However, some significant limitations of this research should be considemditShould

be noted that this study has examined only two cases (one from High Education, one fron
Local Government) in the south of England. Therefore, the results may not be taken as
evidence for the general index of all the organisations withimthestry. Unfortunately, it

is hard to determine the industrial comparison from the data, as the research was onl
conducted in the UK public sector. If a cressctor (public and private) comparison or
international organisation comparison could be cotetl) the research results would be
more generalizable. However, due to the limitations of time and resources, such a

comparison was impossible.

57 CONCLUSI ON

In this chapter, thauthorexplained the process of defining the research, and delineating
research method, data collection and data analysis in detail. The ethnographic approach h:
been used in this study for data collection. The research methods employed in this study ar
the irterview, case study and siation exercise. The authoised interviews to obtain
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general understanding of HR professionals and Union representatives about HR risk
management in the public sector. Eheghorused case studies to explore the reality of how
HR risk has been managed in practice. The simulation exercise provided the opportunity for
theauthorto be a participant observer. It also enaltfelauthoto explore potential ways

of managing HRisks effectively. The authqustified the strengths afsing these research
approaches. The ethical considerations and the limitation of the methodology were alsc
discussed. The data gathered through research wlldsentd in the next few chapters.
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CHAPTER SI X: | NTERVI EW RE?

61 | NTRODUCTI ON

In this chapter, the author will explain and present the interview outcomes that were
obtained from the primary research. This is a discussion of the findings from the interviews.
According to the aims and objectives of this study, the findings will be discussed
sections: general understanding of human resource (HR) risk; managing HR risk in practice:
difficulties and challenges in managing HR risk; improving HR risk management; skills and
abilities required for managing HR risk; and the role of the uniongnaging HR risand

cost of managing HR risk (interview questions see AppenddX 5

6.2 ANALYSI S OF | NTERVI EW RESPONDENT ¢

(Interview Question 1)

Analysis of the background of all interviewees was undertaken, to ensure the respondent
were appropriate to answer the research questions, increasing the reliability and validity of
the study. More importantly, it enabled the author to better understanair vi e we e s @
as their background and working experience would have an influence on their opinions on
the research topic. When explaining and presenting the results of the interview, a
comparison approach is used, between HR staff (from higher eduaat local authorities)

and union staff.

Twenty interviews were conducted in this study: six interviews with union representatives,
six with HR professionals from higher education, and eight with HR professionals from
local government. All the HR pre$sionals had been working in HR for more than five
years, and two had more than ten years working experience in the public sector; three HF
professionals and one union representative had experience of working in the private sectol

All union intervieweesad been working as union representatives for more than five years.

Figure 8: General Information of Total Interviewees
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Total Interviewees
Working experience as HR professional
Union representative

HR Union
Over 5 years 14 6
Union representatives Over 10 years 2 0
HR profession (Higher education)
Working experiencén
= HR profession (Local authorties) ,g P 3 1
H private sector

63 THE RESULTS OF | NTERVI EWS

(Appendix 5B: Interview Questions)

In order to ensure that interviewees said exactly what they meant, 80% of the interviews
were recorded, with permission from the respective intervieweeadther then discussed

the main ideas with the interviewee, clarifying the ideas expressed by asking such question
asdoi you onficamle® you pl ease @))Copuldagoupleasegivee a
me an example of thi8?, t o ensur e thadhebrd ant racorded tegresented h
exactly what the interviewee had intended to say.

The validity and reliability of the data are crucial. From this analysis and discussion, the
author is confident that t he i Theautheralsowe e
kept notes of interesting/critical information arising during the interview, which was of help
in the discussion stage. After each interview, the author immediately wrote down the key
points. Other matters, such as the body language efviatvees and the author's
impressions, were also recorded and considered. Furthermore, the author transcribed ea
interview immediately afterwards, while memory was still fresh. During the transcription
process, the interview records were reviewed sétiaras to ensure accuracy. The author
also contacted some interviewees after their interview, to resolve any doubts, either by
phone or email. The author emailed transcripts to 20% of the interviewees, allowing them

to check the accuracy of the informatio
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631GENERAL UNDERSTANDI NG OF HR RI SK

(Interviewquestion 2)

All interviewees had some understanding of human resource risks. During the interview the
aut hor Waa doesHR risk mean in your organisaton? Hal f of t he
tried to explain HR risk using HR functions coupled with {idal examples. Half of
interviewees, and all the union interviewees, tried to provide more general definitions for
HR risks.

One HR professional (local authority,pno st s i x yAa BR risk mighttba that d :
everything goes wrong when dealing with people. For instance, if the line manager does nof
have the right skills to conduct a performance appraisal, the individual employee may feel
unfairly treated, andHis is can be regarded as an HR risk. If grievances and complaints
are not be conducted properly, they can produce more problems, which can also be
regarded asan HRriskh. One HR professi onal (higher
defined HR risk maamgement asia process of deal ing wit
workforc& . One uni on r epr es eumfhirdreatmerd dugng traminga s
and development; in recruitment and selection, discrimination could be an HR risk; it could
be anything redted to managing the employee

After reviewing the interview notes taken during each meeting, reviewing the interview
records, analysing the transcripts of each interview, exchanging ideas by-tipllemails
after each interview, and clarifying these ideas througkbealk to individal interviewees,

the author summarised significant key points that had been identified by the interviewees:

a Fai rnneesasr | y al | interviewees believed
were treated wunfairly. I t nids jiumpdryt. anl
essential that the right people shoul d
especially when dealing with an HR ¢
i ndicated that the abilitifescaanntd isnkfillul

dealing with HR probl ems.
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ua Law and ciomp®%i aficet he respondents ref
compliance with |l aws and regul ations
compliance with | aws annt rleRuprabdbbams
hi ghlighted by the respondent s. Onl vy
uni on representative) suggested the e
management of HR risk. The authdronmeti

yedaxperience of working in the privat

a Policies aimdd%rodceHRurmres pondents felt t
procedures were relevant; therefore, t
policiesdames prédlomosis obworespondents r
the policies and procedures, who use t

dealing HR probl ems.

a Costs anidt ea mawgersal | response toof hthe
respondents being of the view that da
significantly rel evadti vteo paem «requaniosfa
i ndicated that potential damages wer e
with reputation, opportunity | oss and

interviewee (in poVe oaerf adceeageansy

tri Baheal potenti al damageOnkerami obhmatr ea
(hi ge@cati on, i n podédtf dvheer pfriovod eyre arss)
mi ght influence other employees, with

unprotected

6.3.2HOW TO MANAGE HR RI SK I N REALITY

(Interview Questions 3, 4 and 5)

The responses to Interview Questions 3 and 4 present an overall picture of managing HF
risk in practice. Interview Question 5 was aimed at the level of satisfaction of interviewees
about managing HR risk in their organisation in the past. All respondgruded that there
was no particular policy cl-realrdtyedprreissein:
organisation; however, they confirmed that organisations used different policies and
procedures to cover almost all HR activities. Those policies evakg@ures were used to
prevent and manage potential HR problems.
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A Risk assessment and risk | og

Fifty-f i ve per cent of HR professionals repo
risks with a project when they think it is necessary. In thdogkthe HR risks are identified

and scored at different levels, then the strategies for managing those risks are develope
One HR professional (1l ocal Véewadanequaltyiypacti n
assessment for every policy and mgpoocedure; we identify the risks involved in any
actions we are proposing to take and attempt to manage them as far as we can. Risl

assessment is part of the process, and has to be included in any report to thé Board.

A Ensure policiescamrarprecepleesanar easy

All HR interviewees believed that policies and procedures are set up as a standard for doin
things. Thus, it is important to ensure the policies are clear, simple and easy to understanc
One HR interviewee from highe educati on (i n p oMeenswethatr f

we have explicit policies and procedures so that risks are minimised, and it is part of our
remit to monitor such policies/procedures and ensure their consistent use across the
organisationd  Fhermdre, another essential requirement is that those policies and

procedures are up to date, and it is important for line managers to understand the importanc
of this. As one HR prof essi on alThgnlaoagessl a
may d¢aim that some of the rules reduce their flexibility. What we try to do then is to make

the policy shorter and give them guidaice. Thus, it i s i mportant

and procedures are succinct, provide 4testep guidance, and are setinpaccordance

with the law.

A Consistency in using the policies and |

Ninety-five per cent of interviewees reported that the purpose of having policies and
procedures is to prevent problems. Problems will occur when policies or procedures are no
foll owed cWelmvesatset ofttdchnical Motes and instructions on essential
separate activities for daip-day guidance, to guide anyone covering for another's absence,
and to train new members of staff; it is most important to maintain censigi o ne HF

interviewee from higher education explained. The HR department is responsible for the
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development of policies and practices to deliver the aims and objectives of the organisation
It is, therefore, important to develop and maintain apprapiietms and conditions of
employment, along with policies and procedures, which are up to date, compliance with
legislation, and fit for use by managers to ensure they get the best from their staff. Policies
and procedures are issued to all heads of depattand updated as appropriate. Many
policies and procedures are consulted on or negotiated as appropriate with the trade union
AAll policies and major procedures are assessed, we identify all related risks before any
taking actions, and we try to idefyt all HR risks before any strategies have been
established © but mo s t i mportant os(HR

professional from local authority, in post six years).

However, approximately onird of HR professionals, and two unigepresentatives,

hi ghlighted one interesting point t hat
procedures reduces their flexibility in managing people. In other words, they may consider
that following policies or procedures tie their handspecially in situations where
flexibility is needed. Line managers may believe they can solve some problems by applying
easier, more sensible or flexible methods instead of following company policies and
procedures. However, line managers are not alaletto that way, because it is not allowed,

and they want to avoid unnecessary problems that may arise if they were to depart fron
following the rules. But even organisations use different policies to guide staff when things
go wrong; the reality is thalhé policies and procedures cahcover every single problem,

human resource risks are more complex than other risks.

A Role of HR Professional s

Twenty per cent of HR interviewees mentioned the importance of the role of HR in
managing HR risk. Thepelieved that HR staff should position themselves as a linkage
between employer and employees, maintaining balance between the two parties as well a
fairness and trust. As one HR professional (higher education, in post over five years) said.
fHR should spport employees to find justice, not act against them; HR should keep a
balance between organisations and emplogeesMe anwhi | e, HR st af f
managers, explain all the policies and procedures and ensure they understand them, and gi

advice for any actions. As one HR professional (higher education, in post over five years)
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sadciHR role is to give guidance to man:
compromising the compady. Howe v er , 50% of uni on i ntei
HR prdessionals considered themselves as employers, rather than being neutral or working
as an independent parties, when there is a conflict. Therefore, in reality, finding themselves
in a conflict situation can be a challenge to HR staff. As one union repgger{local
authority, I n p & will degerdwor the ingieidual smploysea(HRI staff) fi
how they position themselves in that situation. Personal commitment to the organisation

may also be a particular influence.

A Listening and o@iesmmuni ca

Only onethird of the interviewees suggested the importance of listening when things go
wrong, to establish out what happened, what the problems are, and the expectations of th
individual. Only a few interviewees recognised the importanceofmunication during

the process of managing HR risk and setting up strategies for solving the problem. Therefore
listening and communication were not considered essential for managing HR risk by some

interviewees.

A Satisfaction |level mamaigningr HRewaes hab o

All interviewees confirmed that they were satisfied with the process of managing HR risk
within their organisations, despite facing some challenges and difficulties in managing HR

risk in practice.

6.3.3DI FFI CULTI ES AND CHALLENGES OF M

(Interview Question 6)

Interview results indicate that increasing legislation and changes to the law are the bigges
challenge in managing HR risk. One HR professional (higher education, in post seven years
r e f er the aver inmeasing legislation and changes to the law that HR professionals
have to know and keep up to date witheéeTh:e
every dayéFor human resource depfarthelment

92



managers, as they do not deal with these things every day, and they need HRdsupport.
Moreover, it is vital for union staff to be up to date with new legislation and law, to be able
to give advice and support to individual employees. Bedlwedaw and regulations change

so quickly, it is hard for a line manager or supervisor to keep up to date, which creates a
chall enge for Ma loreg s they mairbBers ruse sHR .support, HR risk

management is not that difficalt ( HR p r tdalgevernnmemt,anlpost six years).

Line managers may be involved with HR risk without consulting HR professionals. There
is a lack of understanding of legislation and law among line managers. In most situations,
line managers believe that they underdtéhe situation and know the law. However, their
knowledge of legislation maybe outdated. This causes more problems when dealing with

HR problems. As one HR professional (local authority, in post ten years) said:

AiThe problem is, some managers think tkreyw or understand the laws or regulations,

do not know that is out date, then say something or do something which is not right.
This will give us trouble, and may result in a tribunal case. It is important to make
managers aware there is a high risk whitrey handle things wrongly. They are
unaware that they need to up to date about the law, and consult with HR before taking

actiono (HR professional, higher education, in post for five years).

HR risks are more complex than other types of risk. No twaitlRtions are totally same,

as different people will be involved, with different issues; thus each HR risk will be slightly
different from any other. The complexities and nature of HR risks present a challenge to
managers or HR staff to choose suitablécps and procedures for their individual HR
situation. At the same time, it will test the skills and abilities of managers/HR professionals

dealing with HR problems.

Almost all the HR interviewees reported that another challenge of managing HR hisk is t
line managers or supervisors do not follow the rules and procedures. In practice, mos
workplace conflicts are handled by line managers; sometimes line managers do not follow
t he pr oTheydustgeabead amd do something, without asking ibk @ reading

the policies o that O(MR professionak ecaltaltheritysin gost a t
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for seven years). Line managers are seen to pass the problem on to the HR department wh
the situation worsens without notifying HR what they dicbng. Some HR interviewees
stated that if there were more effective communications, a better relationship between HR
and the individual units, HR risks could be handled more efficiently. Therefore, the HR
interviewees suggested, there is a need to inetbasawareness of HR risk in the workplace
among line managers, to encourage line managers to follow procedures or policies wher

things go wrong, and for consultation with the HR department before taking action.

The difficulties and challenges of managidR risk identified by union respondents can be
summarised as follows. First, it is difficult for individual employees to understand the
employment regulations and laws entirely. Second, there is lack cooperation and
communication between different depaeints and the HR department most of the time
Ali ne managers6 deal with the opr ofbhliesm rweift
views of the HR interviewees. Third, the skills and abilities of line managers in managing

HR risks are a further chalige.

Anot her interesting point, m econtplairtt oudude® . b y

One HR professional (higher education, in post for seven years) said that:

Al think most managers would like to solve the problem informally, but quite often th
employee does not feel the same way. If an employee has a problem with the manage
they may want the manager to change the decision, so they want to speak to someor
who is more senior, and maybe that manager will overrule it. As we are currently
experencing this kind of culture, people feel: if | push very hard, | may get what | want.
They might lose, or they may get what they want; but even if they do not get what they
want, what do they lose? Nothing! Some people just do not think of themselves as &
6di fficult employeed. They just think .

Therefore, some interviewees argued, it could be because too much attention is given t
protecting workers, causing employees to believe that they have more rights to ask for thing:
than they wat/need, without regarding themselves as difficult emplayEles complaint

culture is a challenge that management currently face when dealing with HR risk.
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In terms of the difficulties and challenges of managing HR risk, the HR professionals from
highereducation and local authorities shared similar ideas. Union staff considered the lack
of understanding of the laws and regulations as the main difficulty. But other difficulties
that have been reported, for example: the abilities or skills of line managestsand
openness between line manager and employee; the support of top management; an
cooperation and communication. In addition, resource limitations, in terms of time and
finance, can add t o Everelecreasiagkesaurfce, paalarlaig i n g
the public sector, brings with it added risks. Staff can be-stretched, and things can be

missedé ( HR professional, | ocal authority, i

6.34HOW TO | MPROVE HR RI SK MANAGEMEN

(Interview Questions 7, 8 and 9)

In terms of improving the process of managing HR risk, the majority of interviewees
suggested that the first priority is to keep the policies and procedures up to date, and ftc
ensure they are simple and practical. Most importantly, to ensure line mamaagers
employees understand what the policies and procedures are about. Most HR risks do nc
originate within a legal context; they have more to do with daily management. The second
priority is to ensure implementation is consistent; it is vital for everytonéollow
procedures and standards. Third, HR management is not only done by HR staff; looking a

the full range of HR, line managers are the ones who are managing people on a regular basi

Therefore, line managers can be regarded as the primary sdumemaging HR risk; it is

i mportant to devel op Il i ne manager so k n
regarding HR risk management. Otherwise, line managers themselves could become th
major source of HR risk. As one HR professional (local authon post seven years) said:

fil think that potentially the problem is the manager will do something, not realising the risk

involvedé They do not deal with these th

staff support to get things rigit.

Thefourth is about training for HR risk management. In order to ensure line managers have

the right skills, training is essential. Training should adequately prepare HR professionals
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to deal with HR risks effectively, with the right skills and competenciesebler, some
interviewees believed that training should also emphasise the needs of a risk managemel
cul ture, and that kind of training shoul c
In other words, managing HR risk should be proactiveheigins with increasing the
awareness of managing HR risk. One HR professional (local authority, in post over five
year s) sluholgitassvitaklly dniportéint to increase the awareness of HR risk in the
workplace, to increase people's understandifthe importance of managing HR risk

A similar idea was raised by another HR professional (higher education, in post for seven
yearVWe :haive training for the purpose of
management skills. It should have soefiect. However, | think it is more important to
increase the awareness of risk assessment, and to increase of the needs of managing risk
the HRcontexb I n addi ti on, 75% of interviewee:
development (CPD) can bgsed to improve the abilities of HR professionals or line
managers; however, it will depend on such factors as time, resource, effectiveness o

training, top management support and individual commitment.

Although all interviewees agreed that skills canilmproved by effective training, some
interviewees argued that there was a softer side, involving more qualitative skills, which
cannot acqui r e 8ome skilseangphbe formally trained.J hat iswhy some
people can be leaders, and somegle cannot. However, there are some ways to help
individuals to improve their management skills, for example, by coatHungion
representative, hi gher dbdelieveatat egperience eguipp o0 s
people to be more aware of riskand perhaps coaching is a good way of passing on the
knowledge gained in that way, which cannot really be fully transmitted through formal
trainingpgp ( HR professional, | ocal aut hority,
reported that they had different training course for managers or supervisors, covering
al most all the skills they weopléanhbetandd t o
with skills, but that cannot ensure they will do the right thing when things go ri©nge

again, itwill depend on many factors.
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Furthermore,common sense& an interesting point that has been highlighted by some
interviewees. They believed that common sense is essential in managing HR risk. One HF
professional (local authority, in post over ten years) i Ybu shauld use common sense;
see the situation from the employee side, as the results may affect their widole Kfen o t h e
said:fiYou could solve the problem by using common sense, putting yourself in the individual
employee's position, andi ndi ng out wh at they want, \
however, not all the people wildl do 0s o «
(HR professional, higher education, in post over five years). Thus, although some training,
such as coachingan be used to improve on experience, it cannot be used as a method to
improve people's common sense. Perhaps the fundamental question arising here is of ho

one can develop and implement common sense in the work environment.

The next thing to improve iR risk management is the emphasis on cooperation and
communication. There is a need to increase cooperation between line managers and the H
department by i mpr oBometognest lineemacagens mame io asaHR) o
when the situation has becomerse. If they had asked our advice before they took action,
things would be simpéepne HR professional (higher education, in post over ten years) said.
AHR should ensure smooth communication with the different departments, which would
make it easier fiothem to be provided with advice or support at an earlier stage, not waiting

until situation becomesworde (uni on representative, | oceé

Additionally, there should be awareness that the process/structures for manRgiisix

could influence effectiveness. Ninety per cent of interviewees believed that the structures
for managing HR risk should depend on the types of risk. The advantages and disadvantage
of formal/informal structures are clearly understood by HR psideals. In practice, most
organisations try to use an informal process first, as one HR professional (higher education
i n post f i Vhe ealiergausan sob/asondethingithe better, because if it goes
to a formal process, it becomes more cheaped, people become more upset and angry,
the problem becomes more massiveé When y

involved. Dealing things on a lower level at the beginning is easier.
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However, some interviewees questioned the effeatiserof a less formalised structure.
One HR professional (hi gher Aformatisedsiructare i |
will give more protection to the employe
maybe will be handled differentlgr the individual may be treated unfairly. Yes, it is more
flexible than formalised process, but the effectiveness should be questMaadwhile, a

less formalised structure requires more effort in building trust between the two parties, and
managemen s k i dvénsn,a foamalise process, if management do not have the right
skills or do not follow the procedures, it will create more problemsT her ef or e, e
less formalised structures are more flexible than formalised ones, they witeradugher

level of skill or experience from management. Formalised structures are more time
consuming, involve more people, but may solve problems more effectively in some

situations.

Another HR professional (local authority, in post over five yearg)uaeldio ndt think the
structure makes a difference, whether it is formal or informal. Although we always ask the
managers and staff to solve the problem without involving the formal policy, like e.qg.
grievances, the best thing is if we can start infdlynand try to deal with the grievances
without use of formal processes the most important thing is that the people who handle the

process are more important than the structore.

The final interesting point made by one interviewee relates to the ortiamidaculture;
management style and workplace relationships may influence the effectiveness of handling
HR r Diffekent orjanisations have different cultures; they have a certain way of doing
thingsé when there i s c oadrthe relatipnshiphbetweps |
workers in the workplace may have a particular influence on the process of handling those

problem ( HR professional, | ocal authority,

6.35SKI LLS AND ABI LI TI'ES REQUI REMENT

(Interview Questions 10)

A wide range of skills and competencies was identified by HR professionals and union

representatives. Some of them are common management skills, such as leadership, tea
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working, decision making, communication, time management, and conflict management.
One unon representative (higher education, in post for six years) suggested managing HR
risks should start from a Osituation ass
gathering information about the situation, to be aware and to predict potentied fut

problems. Most HR professionals confirmed that they had in place training courses for

managers and supervisors to improve their management skills.

Apart from skills, nearly all interviewees agreed that professional knowledge of law and
regulation, ad comprehensive experience of dealing with a wide range of issues, are vital
to managing HR risks effectively. As one HR professional from local government (in post
for ten year s) needsitadknow the lavs keedstom haaveayl@s of piactical
experience, and needs to understand the organisation, as we have a whole variety of sta
groups. We have everything from people earning 100,000 pounds per year to people whe
empty the dustbins, so either HR or managers need a high level of professowlaldge,
constantly up to date Therefore, it is important for HR professionals to understand HR
risk management and why it is important, to have the ability to recognise the risks in any
action being taken, and to arrive at a balanced view.

In addition,10% of respondents indicated that when handling HR risks, common sense is
needed. One HR professional (1 ocldhinkyaw t h @
need common sense, and preciseness, you want to make things right rather than carry o
with the guidelines without thinking of the consequences. When you get to a formal process
it is very real, someone may be sacked. So if | am your manager, and | have taken you int
a formal process, afterwards we still have to work together, and the redhtpis not
finished. So it will be very difficult to work together after we have gone through a formal
proces Anot her i nter vi ewe BPeomelslzouldhdve aommanisendea r
not just simply rely on the policies and procedures; you neadderstand that any action

you take will have particular consequences for the people who are involved. Think about
this from the employee per speoMHRpraedsosal, y 0 |

higher education, in post for six years).

6,36 THE ROLE OF UNI ON I N MANAGI NG HR
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(Interview Question 11)

Eighty-five per cent of HR interviewees had a positive view of the role of union
representatives during the process of managing an HR problem. Most HR respondent:
reported that uniomepresentatives have a positive role to play. They believed that union
representatives would smooth the process by giving support and advice to an individual
employee, and balance the situation with their experience. One HR interviewee (higher
education,m post S e v e The empioyes has a kgaldright 0 have union
representation; it is fair to let the employee have support from the union representative
during the process . Mostl vy, HR professionals are
employerspr stand on the side of the employer. Union's involvement will help balance the
whole process. Moreover, another HR professional (local authority, in post over ten years)
s t a i wodld like the individual employee bring in the union when things go wiong
believe that it will make it easier. Union representatives normally have more experience
and understand the law better than the individual employee; if they step into a problem,

they can give advice to the employee and help us agwell.

A few HR professionals argued that there is a false assumption about the advantages o
using union representatives, based on their experience and skills in going about their duty
As one HR interviewee (| ocal Aduocates cabe vy,
very useful for ensuring that employees are fully aware of their rights, but they can also
encourage employees to take inappropriate action. It depends on the skills of the advocate.
This idea was shared by another HR interviewee (higher educatiposirseven years):
fAdvocates can be useful to some extent; however, it depends on the situation. It can hel
employees to understand their rights and give them support. However, it depends on the
skills and knowledge of the advocate individually. Somécadnay be unnecessary or
problemati® Therefore, the experience, skills and competence of union staff can have an
influence on their role when dealing with HR risks.

All union staff believed they had an important role to play in dealing with HR risiariJ
representatives regarded them as independent organisations, providing professional advic

and support to the union members in a difficult situation. They built a bridge between the
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employee group and management, ensuring fairness and giving prote¢henndividual

employee.

6.3.7COST OF MANAGI NG HR RI SK

(Interview Question 12

The results of the interviews indicated that all interviewees believed it was difficult and
unrealistic to calculate the cost of managing HR risk. Almost all intervieweegeé poat

the time taken up dealing with HR risk was difficult to calculate. No interviewees reported
that they had calculated, or had tried to calculate, either the time taken or the real (financia

and nonrfinancial) cost of managing HRelated risk in tkir organisations in the past.

An HR professional (higher education, in post for seven years) said the time taken up, or
the cost of hndldabdnd anghe ¢thse, or thesnlethodsiwe used, or lots of
other factors. We do not calculate the amioof time or resource, as it is very hard to tell,

all the situations are different. | would say if things go on to a formal process, it will take
longero Fi fty per cent of respondents belie
ortimespenon managi ng HRis part sfkhe gebeeatoa human refource
management process ( HR professional, | ocalldanott h ot
see the necessity to calculate the cost of dealing with HR difficulties; those problems are
part of the process of managing people o
and do not need to be calculated separately, | thinkl HR pr of essi onal ,

post over five years).

fiwe do not calculate this kind of cost; we pegd for providing a service for dealing with
employee issués one union representative (highe
One HR professional claimed that they have an HR team of eight professionals to deal witt
compl ai nt s aAsda big city eoureih weehave diffierent services, such as
transport, education, housing, benefits, etc. Thus a particular team for dealing with HR
risks was necessary. At the same time, this group provides training for line managers and
supervisors aboutahling with workplace confli@@. However, even thou
of HR staff dealing with HR risks, she does not think it is necessary to calculate the cost of

managing HR risk, because she believed that managing HR risk still needed to be regarde
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as part of general human resource management of council, and the cost of managing HF

risk is part of general costs.

Moreover, almost all the interviewees confirmed there are not many formal grievances
within their organisations, so it was not necessacatoulate the cost of dealing with them;

but in some organisations there are a great number of workplace cofikli#sdo not
receive a large number of formal grievances, so the amount of time taken dealing with thernr
is not significant. They tend to agisvhere there are problems between an employee and
their line manager, which have not been able to be resolved informally, where there are
personality clashes, or where action is taken to remove a benefit that is no longer applicable

(e.g. car allowance&)(HR professional, higher education, in post over five years).

All interviewees confirmed that they had not calculated the cost of managing HR risk in the
past; interview results indicated that they appreciate the cost of handling HR risk is high.
Therefoe, HR professionals and line managers would try to solve the problem informally
first, when it is small and simple, avoiding the formal process, because they understand i
will involve more people and resource. One HR interviewee from a local authodtiyasi

fif I am involved in something | will try to solve it informally, because as soon as it goes
into the formal process, it will become very difficult ( HR pr of essi onal ,
post over five years with more than ten years working expeienthe private sector).

One interesting result theuthordiscovered is that HR professionals with privegetor
working experience have slightly different views regarding the cost of managing HR risk
from that of HR professionals who have only pusiéctor working experience. HR
professionals with privateector working experience believe that it is important to solve the
HR probl em by mdaekiimng oa 64 b ulshieryesusnder st and
into a formal process (e.g. grievance @sx; going to court), it will take longer and become
more difficult. They will take the decision to manage HR risk differently. They calculate
the cost in terms of time taken, resource used, reputation damaged, and internal influence
In those situationghe decisions for managing HR risk will be made according to a cost
effectiveness calculation, so potential costs, reputation damage, lost opportunities anc

management expediency are all considered. Because of these factors, they are more like
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to adopt dferent strategies, or more sensible strategies, according to the situation, instead
of just following procedures or policies.

As one HR professional from local authority with more than ten years pgeater

wor ki ng e x pYouhaemga enake somel busingss decisions, and the business
decision is sometimes that it is just not worthwhile to waste all the time and money to do
things that are of no benefit to the firm. As a point of principle, you would probably go to
court; but we need to kpen mind, all the money we have is taxpayers' money, so we need
to be certain that we use it correctly. Fighting for the case may not be appropriate use of
the funding. You cannot make that decision just because other staff do. If someone says or
of my fiends is threatening to go to court, and he has the money, they may do that too. We

may pay them off too to avoid further problents

Another HR professional (local authority, in the post over five years) shared an example
that happened in the past withireir organisation. A rubbistiuck driver complained about

his supervisor and threatened the council that he would bring the case to tribunal. The HF
manager and the line manager conducted an investigation, and saw that if the case went 1
tribunal, thecouncil would win. However, the truck driver insisted that he would bring the
case to court. After the HR manager and the line manager had discussed with the driver
they made the decision to move the truck driver to a different team, so he would not be
working with the supervisor of whom he complained. Five hundred pounds was paid to the
truck driver as part of a confidentiality agreement that he would not discuss this matter with
anyone (publicly, or with colleagues), avoiding a tribunal case, and pronadagement

training for supervisor.

Theauthorqu e st i oned t h elsiHight tp paypthedrsck driemZ00 instedd
of going to court if the council is sure that they would win the case?

The HR pr of Webeliewe itaab riggotpay 600finstead of going to court. We
discussed it with the truck driver, and found out that £00 pounds compensation could settle

the matter, we took the business decision. If he brought the case to tribunal, it would cost
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more. Think about it, on theday of going to court, | will need to be there, the truck driver,
the supervisor, some colleagues needed to act as witnesses, maybe some more sen
member needs to go too, and we need pay for those people even though they are not workit
on the day, we regl to pay more money to find other people to get their work done during
their absence. And this is only talking about the day of going to court. How about finding a
legal consultant, preparing for the tribunal, and the time spent fighting the case? Tilidt wo
cost a | ot. I n fighting a case, even i f
to make the business decision! | n ot her wor ds, t he-seet® pr
working experience do not think that it is necessary or sensibleetodsmoney just for
proving they are o6righto; they need to

managing HR risks in a coesffective way.

Conversely, HR professionals with only pubdiector working experience argued that this

is not ethicallyright. They appreciate it would cost more when dealing with tribunal cases,
or if the problem went into formal process; however, they need to prove that they are right.
It is not ethically right to be threatened by an individual employee. Most importtly,
believe it is necessary to indicate to other employees that some kinds of behaviour canna
be tolerated. As one HR respondent from local government with only gadaior working
experience (more than ten years) sédlhen an individual employee#atens to bring the

case to tribunal, and we know we are right, we need to prove it even though it will cost more
money. We still need to make other employees understand that threatening to go to court
or some other unfair behaviour, is not acceptabkaAouncil, we will fight for it because

we are righto

Hence, there is more of a tendency in the public sector to make employees understand th:
they are prepared to fight for O6what i s

to use publidundinginacosef f ecti ve way do fighting
justice, and fighting expensive HR battles in court benefit either the employees or the

organisation?

64 CONCLUSI ON
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The author has presented and explained the interseswits in the above sections. In
general, all interviewees understood#fated risk to some extent. HR risk was managed
in different ways in different organisations. The important key findings of interview results

can be summarised as follows.

A Fireticipes and procedures are importan
i mportance of policies and procedures.
i mpl emented by the | ine manager and em
procesduare consistently i mplemented.

A Second, line managers are significant/
mi xed role for | ine managers, as they &
are also viewed aess ptehce asloluyr cwel tohf rHR preics
in handling conflict, knowledge of | egi

A Third, training can i mprove management
cannot be taughtashcomgbntsanséengSomec.i
t hat common sense 1S i mportant, espec
conflicts. Here it is necessary for ma
empl oyee's perspectivep testaleeep thenpgs
smal |

A Fourt h, there is a need to i mprove <cc
depart ment , management team and union.
practice.

A Fifth, choose the agpmgprnatH® pickes i
or a |l ess for mal process. Al intervi e
into a for mal process, it owi | take | o

have advfaonrt agnessteamsier,e itthati ltthe peopl e i
the individual empl oyee is better prot

t hat fairness has been mai nt ai ned. Th
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flexibility, savi Hpopwevme, ahder Eadbunes s

guestionabl e, as It requires a high de
high skills and abilities from HR pro
empl oyee is morerdatked ycamp dreedintfa@aialfyo
when the people who are handling matter
situation, the individual empl oyee |

management shoul d icno ncshiodoesri nnga nay sfuaicttaobrl

HR conflict.

A Sixth, there are some other factors t
ri sks. For example, the position of HR
commi t mengta ntios aagn omr, the organisational
wor kplace relationships, and the role

A Seventh, although interviewees agreed
potential cost of mahagl ageHRi ni pkacsi n
do not think it S possible or neces
interviewees highlighted that the cost:

al so the cost ofegdgdumrece,t hleosctosdp pfoorrt utni

mor al e/ customer satisfaction and damag:¢

HR risk -afnfexctcuost way, management sho

deci si ons.

In this chapter, from interviewg HR professionals and union representatives, those

people who are involved in managing human resource risk on a daily basis, the author has

explored current HR risk management practice, identified the problems and challenges,
and estimated the potentfal mitigating HR risk. In next two chapters, the author will
present two unique and valuable case studies that were designed according to two real

cases, to examine and analyse how HR risk is managed in practice.
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CHAPTER SEVASNE STUDY ONE
Vi cBkyttl e and Sealside Cit

711 NTRODUCTI ON

This study is based on a real case, involving a local council in the south of England. This
workplace crisis was very complex, lasting over two years. An employee of the council
Vicky Battle - made formakomplaints about 16 people, including individual employees,
councillors, senior staff, colleagues, HR staff, and junior staff. She alleged workplace
harassment from ten people based in three different units, as well as the council's
management team. Thigassic HR risk management case presents an example of how
complex HR risk can be in the workplace, and how HR and the management team deal witf
workplace conflict in one local council in the south of England. (This situation could apply

in any organisatiornpublic or private)

The author was made aware of this case d
I Maggie Dolly and expressed her interest in including the case in her research, considering
it provided a useful demonstration of the procesmanaging HR risk in practice. Maggie
kindly agreed to provide any information about the case the author needed. One week afte
the interview, Maggie offered four detailed documents to the author: a case report from the
Head of HR (Maggie Dolly); the extgal investigator's report; the HR policies of Seaside
City Council; and the final outcomes of the grievance hearing, produced by the Corporate
Director (Mr Richmond). Additionally, some important emails and letters between Vicky
Battle, HR and managemenere provided.

During the interview with Maggie, the author asked if it would be possible to interview
Vicky Battle directly, in order to obtain a better understanding of the case. Maggie advised
that this would not be possible: at the end of the casenfadentiality agreement had been
signed by both parties (Vicky and the council) prohibiting public disclosure. Maggie agreed
to provide information about the case on the basis that the author promised confidentiality

L All names of persons, places and organisations have been changed to preserve confidentiality.

107



and anonymiation of the individual&ind organisations involved, and that the information
would be used solely for the purpose of this academic study. Therefore, unfortunately, the
author did not consult Vicky Battle in person. However, Maggie agreed to try to contact the
union staff involve in Vicky Battle's case and ask them if they would be willing to be

interviewed.

In order to ensure Vicky Battle's views were included, Maggie kindly provided two
documents produced by her during the process of the case:-geed#nces report; and
her personal statement about the case. Therefore, although Vicky Battle was not consulted

from analysis of these two documents her views were considered.

Two weeks after the interview with Maggie, the author interviewed the union staff member
(Kevin) who had been involved in Vicky's case. Kevin confirmed that, although Vicky
Battle's case was very complex and lasted a long time, during that time Vicky personally
did not ask for much advice from the union. Perhaps because Vicky's daily job is to do with
law and regulation, she may not have considered that she needed help from union.

Though Vicky Battle was not consulted, thethor believes that from analysing and
summarising all the documents (interviews, emails, letters, reports, personal statement an:
policies) obtained from city council, the substance of the original case has been preserved
Due to the complexity of the case, this case study will cover the timeline from October 2006
to October 2008. Some relevant primary documents have been selestethrsed, and

are attached in the appendix, in order to provide a better understanding of fe case

(SeeAppendix /A . Al | peopl e 6 salnangesoépersomsthave bedn changed |

to preserve confidentiali}y

7.2 VI CKY BATTLE AND SEAWBNAME CI TY

Vicky Battle had been working in Seaside City Council for 11 years. She was the Assistant

Head of Legal and Democratic Services, and managed the Taxi Licensing Section in the
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Legal and Democratic Services Unit. She was responsible for devigjiistat®on and
regulations in order to manage the different trades. Therefore, her job relied heavily on

Legislation and Regulations law, and communication between the Council and the trades.

721V CKY T"®CTOBER 2006 GRI EVANCE

On 18th October 2006/icky Battle complained to the HR Department of harassment by

Mr Locks, a taxi driver and driverso r e}
Locksd behaviour during a meeting in Vic
andtwootherdier s, call ed to discuss the Drive

of changes to the Handbook that she considered legitimate but to which the drivers objectec
Vicky maintained that at that meeting Mr Locks had shouted abuse at her and threatene
her with intimidating gestures, standing over her and smacking a roll of papers between his
hands. Vicky thought he was going to hit her; he kept opening and banging shut the door tc
her office and coming back to stand over her, all the while using this shegders as if it

were a bat, smacking them into his hand. Vicky said that she found this is very frightening
and distressing; moreover, no one in the office came to her assistance, despite his abus
being audible throughout the Unit. Eventually, he laftisg he was going to go and see
Members about her again, as she would not do what he wanted. Vicky Battle said that sh
kept telling him she could not just change things and that it would have to go back to the
Committee, but he would not listen.

One menmber of staff- Dannie- came to see her straight after to see if she was okay.
Although she was shocked and distraught, she had another meeting to go to immediately
In general, Vicky complained that Mr Locks was physically intimidating, standing over her
and shouting very loudly, and that he was extremely abusive and unpleasant. She affirme

it was important to her that these issues should be dealt with at the earliest opportunity.

As part of the account of the harassment, Vicky Battle also said th2tlo®©ttober 2006
Mr Locks had rung and was very abusive to her, objecting to the deadline set at the previou:
Taxi Forum Meeting in August 2006. Vicky said that Mr Locks was shouting at her,
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claiming he had to ring her every day to get her to do her ginaif she was stupid or
something and whether he had to get on to Councillors about her to get anything done. He
claimed that Vicky was preventing him from working, and demanded to know why she
could not just to do her job properly and do as he asketty\Battle considered that Mr
Locks had abused her verbally and had threatened her.

7.22HR AND MANAGEMENT ACTI ONS

On the 19th October 2006, Vicky met with Emma (HR), and at that meeting Emma advised
that she did not have to meet with the taxi driverdbsself if she felt unsafe. She also
confirmed that an investigation would be conducted. On 20th October 2006, during an
interview with the investigating officer, Mr Locks said that he found Vicky to be
uncooperative, a poor communicator, and that shedamotl be trusted to record what had
been agreed by Members or the trade. He said that on 18th October 2006, he and hi
colleagues had intended to have a constructive discussion with her about the draft manua
but it had degenerated into a row. He concetted the meeting had become totally
unprofessional, but that he and his col |
and lack of cooperation; he advised that he intended to go to Councillors to seek their
support. He did not consider his beltaxr to be either threatening or abusive. He was
frustrated by Vicky making changes without discussion, and he no longer had any trust in

her.

Statements were obtained by Vicky from two members of staff who had been near her office
at the time of the meieg. These statements confirm that there was much shouting by the
drivers, that Mr Locks was at one point standing up and seeming to be very overbearing,
and that when he left he had said he would be going to the Members. Vicky Battle said tha
she wanted statement from Mr Locks confirming that he had been abusive towards her,

and also required an apology from Mr Locks.

Vicky complained that she now felt unsafe at work because of the way people reacted to he

or treated her. She was concerned at a numib#rings, including suffering abuse from
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those in the trade, and she had difficulties with working with another member of staff. Vicky
complained further that although she had reported her concerns to Miss Holly (Assistant
Chief Executive) and Mr Wood Vc ky 6s | i ne manager), no i
out, and that it had been put to one side. She claimed that Mr Wood had undermined her b
not keeping her informed as to what was going on, and she was receiving no support fron
him. She also claimedhat she was being undermined by other members of the
Administration team, and that other employees (Nick, Amir, Dannie, Jack and Andy) had

made derogatory comments about the work presentédemgingteam.

These problems, too, had been reported taAMDd, but not resolved. She says there are
difficulties with Direct Services, who were obstructive and failing to supply relevant
information to enable reports to the Committee. Vicky says that she had not been suppliec
with details of the complaints agairher as detailed in the investigator's brief, so she was
unable to comment on them specifically. She had complained about bullying in the past by

those in the trade, but this has not been taken up by either Mr Wood or Miss Holly.

During the HR investig#on, Miss Holly stated that relationships had broken down between
Vicky and many people she needed to relate to in doing her job. The former Deputy Chief
Executive had sent both Vicky and Mr Wood to a management consultant with a view
particularly on coaaing Vicky on appropriate ways to deal with people; however, that had
failed. Miss Holly claimed that she herself had supported Vicky to overcome these
difficulties, rather than leave it to Mr Wood, as she felt that Vicky had no respect for Mr
Wood, and tfs would have a better chance of success. Meanwhile, Mr Wood believed that
Vicky lacked sensitivity of approach. She snapped at people, and could be sharp anc
demanding in getting what she wanted. Other employees were, therefore, reluctant tc
approach Vicl for advice. Mr Wood considered that Vicky has many good points, which

would be an asset in other roles.

To sum up, during the HR investigation, Vicky complained that she felt under attack both
by the licensed vehicle trade and by some colleagues, elsdtat she could not do her job
properly because of lack of cooperation from, among others, the Head of Direct Services,

Financial Services, and the admin staff in the Legal and Democratic Services Unit. Also,
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the HR investigation confirmed a series ohcerns by staff indicating that Vicky Battle

was difficult to work with and behaved unreasonably. Vicky Battle complained of several
people who worked with her, especially the taxi driver, Mr Locks, and her line manager, Mr
Wood. There was some history mroblems between Vicky and other members of staff.
Although HR staff and line managers had conducted investigations, and tried to solve the
problems, all actions had failed. Since the conflict between Mr Locks and Vicky was
reported to HR, other problerhsd also arisen, therefore Vicky's complaint situation had

become very complicated with so many people involved in the matter.

HR and management believed that, as is usually true of such complicated situations, ther
were different perceptions and pegsfives about the situation, causes and remedies. There
were several Council policies and procedures that could be relevant to the situation, relating
to dignity at work, to bullying, complaints, discipline (in particular with regard to capability),
grievance, and health and safety. Although the investigation had conducted, the full facts
were still unknown, and it was not possible to tell which policy and procedure would best
apply. In other words, with respect to Vicky's complaints, too many people neiged

and the situation had become overcomplicated. The HR Department and management teal
could not decide which policy to apply. When the facts became clearer, it might turn out
that more than one procedure applied and would need to be followed t® asatisfactory

outcome.

7T23EXTERNAL | NVESTI GATI ON

In February 2007, Miss Holly and Emma (HR) met with Vicky to discuss a number of issues,
in particular Taxi Forum concerns. Miss Holly introduced the idea of using an external

consultant to investigatealissues raised, and came up with a set of recommendations. On
21st February 2007, Vicky emailed Emma with some thoughts around their meeting and

agreed on the idea of using an external consultant.

The Head of HR Maggie Dolly- had initially raised, andan be assumed to agree with,

the idea of using an external consultant, which was also agreed between Miss Holly, Emmz
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and Vicky. She affirmed that in normal circumstances, the Council would follow their laid
down policies to deal with the matter; butlms case, there were so many issues, and it was
unclear which policy the Council should folloW Dignity at work, Capability or
Disciplinary policies. It agreed that for complete impartiality, an external and independent
person would be asked to undertakereliminary investigation and then advise the Council

on which policy they should use, and the reasons behind this recommendation. Miss Holly
asked Maggie to draw up and send Terms of Reference for the external investigation

On 1st May 2007, Maggiewvited Mr Morgan to be the external investigator, and in the

I nvestigatorédés Brief she wrote:

"l am commissioning an independent external investigation into issues around our employee
Vicky Battle with the aims of:

0  Ascertaining the facts as far as possible, and if certainty is not possible, the balance
of probability

a Identifying the exact nature and causes of concern

Recommending:
U Which policy and procedure(s) apply?

a The way forward to prevent recurrence of gnieblems identified

This investigation will:

U Give those concerned the confidence that their concerns have been listened to anc
taken into account

a Find a way forward that prevents recurrence of the existing problems
a Enable the council to carry out its rempsibilities to staff and public.”
(Details see AppendixB)

One week later Mr Morgan, now in place as the external investigator, commenced his
investigation, and had been supplied with a number of policies of the Council that might
apply to the currentitsiation. Mr Morgan decided the brief had identified five triggers for

the investigation, and identified a number of people who had complained or had expressec
concerns about the existing situation. He interviewed all those named on the list as having

comgaints or concerns: Vicky Battle, Mr Locks, Mr Wood (Vicky's line manager), Miss
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Holly (Assistant Chief Executive), Councillor Annie, Councillor Paul, Maggie Dolly (Head
of HR) and Emma (HR staff).

After investigation, Mr Morgan suggested the failure to consult with the trades and to amend
the HandbooKAppendix 7C) without the approval of the Chairman and \f{€kairman

was a breach of discipline, but might also be indicate a lack of capabilityebgfficer
involved. The policy states that complaints will normally be dealt with by line managers i.e.
in this case Mr Wood. I n Vickyds case, t F
by Miss Holly. Miss Holly had tried to deal with the matteformally and had spoken to

Mr Locks. It is not clear if this decision was taken after consultation with HR as
recommended by the policy. Mr Mor gan su
problem, and raised questions of substance with Miss Hbtyt Vicky's capability to carry

out her current role. Furthermore, the recent examples of the issues resulting in complaint:
indicate problems arising from Vicky's lack of ability to communicate and comply with
procedures. The Dignity at Work Policy aRdocedure then applies. Vicky believed that
she had been the subject of ver bal abu
intimidating communication, such that she feels unsafe at (fetails see Appendix3-

External investigation report).

After receiving the external investigation report, Vicky raised concerns about its accuracy.
Vicky disagreed with the complaint being treated as a capability matter, and demanded tha
HR should respond to her grievance as whole, not separating out the grievance anc
capability issues. Also, she complained there were no clear definitions with respect to the
capability issue. Maggie argued that any issues Vicky had could be fully discussed during
the capability investigation. It should be noted again that the prirserrdar the external
report was to decide which policy to follow when dealing with all the outstanding issues

no more, no less.

724V CKY 16 SECTI ONS GRI EVANCES

On 14th June 2007, Vicky Battle submitted a formal grievance, following confirmation to

her an 8th June that the Council would be undertaking a capability investigation around
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aspects of her job performance, particularly concerning her working relationships with

others.

Vicky Battle's 14th June 2007 grievance was in 16 different sections:

1.
2.

© © N o g &~ W

11.
12.
13.
14.
15.
16.

Bullying and harassment of Vicky Battle by taxi driver representatives;
Changes to Handbook, Members and officers acting unconstitutionally;
Harassment of Vicky Battle at work by other staff;

Workplace bullying;

Informal complaints made against Vicky Battle;

Conplaints made that had not been investigated or dealt with;
Impedance of Vicky Battle in doing her work by others;
Non-cooperation by others;

Undermining Vickyds efforts;

.060Scapegoatingd one person when there i:

Victimisation;

Not following Council policy and procedures;

Lack of management support;

Removal of Vickyds responsibilities;
Social exclusion;

Concerns raised by staff over Vickyds |

After having made the grievances, from 14th June to 14th October 2007 Vicky was off sick

medically certificated as wottelated stress. On 15th October 2007, Vicky returned to work

on graduated return, as recommended by her GP. The agreement negotiaiEedmét and

Mr Wood was that Vicky could work from home for three days a week (and continues to be

paid for five days a week). It was agreed that Vicky would take her outstanding leave, which

had accrued during her paid sickness absence, in December 2@5@fofe, on 17th

October, Vicky met with Mr Wood and Emma and agreed a phased return to work over a

6-8 week period (plus leave around Christmas, returning to the office in early January 2008).

It was agreed that Vicky would work three days a week orpayl An interim work plan
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was also agreed. It was agreed that Vicky would continue to attend all Unit management

team meetings.

In the beginning of January 2008, Mr Wood wrote to Vicky and asked her to provide a
certificate from her GP confirming she svét to return to her normal futime duties. Mr

Wood also confirmed that when Vicky returned she would not be asked to manage licensing
until her grievance had been concluded, given the fact that she had said she found this are

of work very stressfulrad it had formed part of her grievance.

725V CKY J ANUARY GRI EVANCE AND®GMR
RESPONSE

On 10th January 2008, Vicky submitted another grievance about the Council not having
dealt with the original June 2007 grievance expeditiously.

Following this grevance, Mr Richmond the Corporate Director was instructed by the
Chief Executive to investigate the grievances. Mr Richmond stated that Maggie and Miss
Holly were the staff | eading on Vickybds
Vickyon t he Council s processes throughout
They had been i mpeded b yrelaid itnkesg @rel hea b e n C
acceptance of the Council's processes. The Council had exercised a great deal of patient
inthe face of Vickyds objections to the pr
account Vicky's illness. The staff responsible were also well aware of the importance of
following the correct procedures, and of maintaining the distinction betwegni¢irance

and capability procedures. The staff were trying to handle a difficult situation with
sensitivity, taking into account Vicky's recent stremated absence and that she was still

on a phased return to work as part of her recovery. Therefor€ptieil had not failed in

its statutory duty to look after Vicky's health, safety and welfare, and it was found that the
Council had not been negligent.

Following 7th January, Vicky's was granted compassionate leave because her mother ha

passed away. \¢ky did not think it was reasonable for the Council to expect her to work
116



with Mr Wood (Vickyds | ine manager) whom
and that the Council should be exercising its duty of care towards her. However, HR and
managerant of the Council did not accept that Mr Wood had been harassing and bullying
Vicky, which they argued is a matter to be decided following the grievance hearing. Vicky

wrote to Emma and in the letter said:

AMy | awyer has advi s enygtidvande thansanyveasonafoleo d
employer would have separated the two people concerned and not be insisting | work
under the control of someone who has b\

Maggie argued that Vicky had not submitted anything in writing from her GP. Vicky
emaikd her thatl will continue to work on that basis from honTéerefore, Maggie said

that she had reason to believe that Vicky had intended to continue working from home until
the grievance had been resolved. After negotiation, it was accepted that Mr Wood and Vicky
should not be made to work together and, theegfdicky could continue to work from
home. Mr Wood should provide her with work, and there should bevieakly meetings

to monitor her work progress, discuss any issues that arose, and provide additional work a

and when necessary.

On 14th Feb and 19feb 2008, Vicky complained to Emma that as Mr Wood is part of her
grievance, any reasonable employer would have separated the two people concerned ar
not be insisting she work under the control of someone who had bullied her. Also, Vicky
c o mp | aMrWeatl seenis quite prepared to completely ignore me and do nothing to

assist my full return to work 6

Maggie had a different view about this, arguing it was for Vicky herself to make it clear that
she would not be returning to the office until the grievanoeg eapability issues had
addressed, and the Council supported this view. Mr Wood was not managing these issue
and was not responsible for the timescales involved. Moreover, Vicky had made it clear that
she believed that Mr Wood had bullied and harassedhmrefore it could not reasonably

be expected that Mr Wood would have regular contract with her outside theetkby
meetings that have been arranged, and at these someone else should be present as a nel

person.
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On 8th April 2008, during thérst meeting with Maggie, Vicky said that she was bored at
home, felt isolated and wanted to return to the office environment. After 23rd April 2008,
Vicky again raised her desire to return to an office environment. It was subsequently agreec

that Vicky ould work temporarily within the Revenue and Benefits Unit.

7.26VI CKY MAY COMPLAI NTS

On 7th May 2008, Vicky madéurther complaints:essentially, the complaint alleges
continuing bullying and harassment by Mr Wood, and also from Maggie, from the time of
the January 2008 grievance. This comprised: being set unrealistic deadlines for work,
thereby setting Vicky up to fail; being forced to work from home when Vicky wanted to
return to the Legal and Democratic Services Unit; not being told specifically wdat th
capability issues were; working arrangements, Mr Wood's letteél'od@nhuary 2008, and

the Display Screen Regulations for home working.

Mr Richmond argued that following Vicky's sickness absence, there had been an extende
transitional period from md-October 2007 to April 2008 when she was working from home
three days a week (although on full pay). During this time, the grievance and capability
issues were still unresolved. It would not have been reasonable or practicable to ask Vicky
to return to wek in the Legal and Democratic Services Unit. It was difficult to find suitable
work for Vicky to do, particularly in an office environment in another part of the building.
Eventually, at Vicky's suggestion, it was arranged that she could carry out ssen®da

for Revenue and Benefits with a workstation in that Unit. During this period, none of the
options available was very satisfactory. The option of Vicky returning to work in her office
would not have been workable, as the Council needed to ensuhedidr, safety and
welfare. Mr Wood and Maggie managed a difficult situation as well as possible in the
circumstances. Therefore, there was no evidence to support the allegations of harassment

bullying.
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Following that, on May 2008, the Head of HRMaggie - made a statement in response to

Vicky Battle's six formal grievances against her.

First, Maggie referred an investigation to an outside agency, outside of agreed procedures,

without Vicky's agreement and despite her objectives to the termfednce dated 1st
March 2007.

Maggie argued that Vicky's grievances cover a range of issues. Vicky had complained abou
16 people, alleging workplace harassment from ten of these people. The staff complainec
about are spread across three different amitsthe Council's management team. There have
been some changes to the nature of the grievances during the course of the investigation
In normal circumstances, the Council would follow }diown policies to deal with the
matter ; howev ethere wereso Mangidsyes iswascuactea which policy the
Council should follow Dignity at Work, Capability or Disciplinary Policy. It was agreed
between Miss Holly, Vicky and Emma that, for complete impartiality, an external and
independent consultamtould be asked to undertake a preliminary investigation and then
advise the Council on which policy they should use, along with the reasons for this choice.
It is clear from Vicky's email dated 23rd February 2007 that this discussion took place, and

thereis nothing in the email indicating that Vicky was opposed to such an investigation.

Second, Maggie made decisions on Mr Morgan's report despite the fact that Vicky told

Maggie she considered the report to be wrong in material areas and that it supported

perceptions of Vicky that were not based in reality.

Maggie argued on 23rd May 2007 she had received Mr Morgan's investigatory report and
recommendations. She contacted with Vicky and arranged a meeting with her to go througt
the report. The independentternal consultant, prior to the investigation, had never met
Vicky and had no prior knowledge of the matters investigated. The clear recommendation
in the report was to deal with some issues as a capability matter. On 7th June 2007 Vicky
raised concernsver what she felt was inaccuracy and misrepresentation in Mr Morgan's
report. In Maggie's view, any issues Vicky had could be fully discussed during the capability
i nvestigati on. thaprimeseasomfprthe éxternal repprowasitodec@ n
which policy to follow when dealing with
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Third, Maggie refused to provide additional counselling sessions for Vicky over and above

those provided by Council policy

Maggie argued that:

it is counci l @ sixl fieec gpungelling gessions ifod emplayges, t

although there is no set budget to cover these costs. | understood that Vicky had taker
up the option of having six counselling sessions. When Vicky asked to provide with
additional counselling session, | tued this down. Vicky has had regular contact with

her GP and at no time has he made contact with the council to suggest counselling,
neither am | aware that he has made this available to Vicky through the GPs own

resourceso(From Maggiebs report)

Moreover,since Maggie had worked as HR Head in Seaside Council she did not know of
any cases where employees have had more than six counselling sessions from the Employ
Support line. She has never been asked to extend this, as employees are aware of what t

Courtil provides.

Fourth, Maggie required Vicky to work at home against her wishes

Maggi e ar gued fdardedMickydohwerk & hode. n oiSth eii had me't
only twice since becoming directly involved in her case in April 2008. After 15th October
2007, foll owing Vickydéds GPO6s advice, it
that Vicky could work from home. From January, Vicky made it clear that she did not think
it was reasonable for the Council to expect her to work with Mr Wood, as he «f part
grievance. It was accepted that they should not be made to work together and, therefore
Council agreed Vicky could work from home on a continuous basis. During the meetings
with Vicky on 8th April and 23rd April, 2008, Vicky had raised her dewresturn to an

office environment, as she was bored at home and felt isolated. So after discussion, it wa:

agreed that Vicky could work on a temporary basis within the Revenue and Benefits Unit.

Fifth, Maggie told Vicky that she should use the two daysde of her three working days

to deal with her grievance.
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In terms of this complaint, Maggie believed it was entirely reasonable to ask Vicky to
undertake any grievance work outside her three agreed working days. Vicky was being paic
full-time, and thethreeday working arrangement was never for medical reasons. The
suggestion for Vicky to return to work o
foll owing Vickyds GP6s recommendation th
following a longperiod of absence. This graduated return was not for medical reasons but
to ease Vicky back into a working pattern and was agreed fed wéek period, which is

in line with normal practice within the Council following lotgrm absence. These
arrangemest have now been ongoing for seven n

directly involved in Vicky case.

According to the timesheets Vicky submitted to Mr Wood and Emma, Maggie believed that
Vicky was spending whole days on the grievance case withthridéxe agreed working days.
Therefore, Maggie felt it is reasonable to ask Vicky not to undertake any grievance work in

the three agreed working days.

Sixth, Vicky's workstation at home has not been assessed for H&S compliance.

Maggie argued that Vicky hdzken supported over the years by Mr Wood, who had agreed
to her request to work flexibly at home on a very regular basis, which can be confirmed
from Vicky's diary. However, she had never once raised any issues or concerns about th
suitability of her wokstation, or requested a home assessment. At the meeting with Vicky
on 23rd April, Vicky raised the issue of a workstation assessment at home. Maggie
immediately agreed to arrange for our H&S officer to come to Vicky's home, and asked
Vicky for a date. Viky said she would need to speak to her union representative first. Vicky
had never got back to Maggie on this matter again. Maggie believed she had responde

positively to Vicky's request for an assessment. Vicky did not then want to take up the offer.

7.27MRRI CHMO®BD GRI EVANCE | NVESTI GATI O

It is accepted HR practice that a grievance takes precedence over a capability investigatior
so when Vicky's 1&ection grievance was received, the capability process was suspended.
Emma, the investigating officer agpted by Maggie, attempted to separate those aspects
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of the June 2007 grievance that were about the capability issues from the remaining items
so that each could be dealt with under the correct procedure. Vicky did not accept this
approach and refused tbstinguish between the two, insisting that all be dealt with as

grievances. This contributed to the delay in hearing the grievance.

At the point when Mr RichmondCorporate Directosstarted his investigation, no progress

had been made on separating gnevance and capability issues. It has been necessary to
refer to capability issues in the decision letter, in order to respond to some of the matters
complained of by Vicky. However, Mr Richmond did not carry out a capability investigation
and did not rpress a view on the capability. On 20th August 2008, Mr Richmond sent the
outcome report of Vicky Battlebs grievar
every complaint Vicky made in her 14th June 200&&6tion grievances, the main points

of which can be presented as follows:

1. Bullying and harassment of Vicky Battle by taxi driver representatives

Mr Richmond stated that from the investigation there probably was some unacceptable
behaviour at these meetings from Mr Locks and other taxi drivers. This does not appear tc
have amounted to bullying or harassment. No evidence has been offered in telatiwar
individuals in these meetings. Under this complaint, Vicky also argued that her line manager
Mr Wood had not looked into her complaints or taken effective action with respect to them.
Mr Richmond said that the complaint of October 2006 about Mk&btad been dealt with
appropriately by Emma (HR). Also, Mr Robert (Chair of the Taxi Forum) and Mr White
(Administration Committee) apparently took the matter seriously and had acted accordingly.
Therefore, there is no edbeedmmdedekinetfebtimely. Vi c

2. Changes to HandboeKviembers and officers acting unconstitutionally

Under this complaint, Vicky argued that she had followed the correct process and that she
took no responsibility for what happened. Mr Richmond stated the change to working on
private hire vehicles was a significant and contentious change of policy. fohdzken

discussed with the trade, or with Members, before the document was issued. This is ir

contravention of the previous decision of the Administration Committee. Because Vicky
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was personally responsible for this situation as manager, and diregbnsdse for the
vehicle licensing function, she was aware the Handbook was an important document, anc
that aspects of it had already been contentious to the drivers. She was also aware of th
issues, and that the wording might be changed, and the docwasrgent out with a
covering letter from Vicky. She should have read the document carefully before sending it
out but did not do so. She had not discussed the change with representatives of the trade
with the Chair and Vice Chair of the Administrati@@ommittee. Therefore, Vicky's

grievance in this part cannot be accepted.

3. Harassment of Vicky at work by other staff

Mr Richard believed that there was no evidence of harassment or bullying of Vicky by other
staff in relation to these issues. However,\Wood had not conducted annual appraisals of
Vicky's performance in accordance with the Council's specified policy. Appraisals had not

occurred every year, had not been well documented, and they had not been completed.

4. Workplace bullying

Vicky raisesgeneral complaints against Mr Wood of underestimating her and her team, and
of persistent criticism and condemnation. Vicky also gives five specific instances involving
both Mr Wood and Miss Holly. One example Vicky is that Mr Wood would say things like
iNobody | i kes youo or APed@p!| eMrma&Rk & hanompl &
did not find that any of the matters complained by Vicky amount to harassment or bullying.
It was suggested Mr Wood is notified in writing of the need to deal with campkgainst

the Council quickly and efficiently.

5. Informal complaints made against Vicky

Vicky complains of acceptance by Miss Holly of informal complaints against her from staff,
either Mr Locks or other staff, and references to lots of people cormga@bout her
without giving her specificsvir Richmond believed that this is a complex area to deal with,
and not uncommon in any organisation. If Mr Wood has received complaints from people

who do not wish to be identified, it is not possible for hingitee specifics, but as Vicky's
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manager it is still his responsibility to make her aware of the situation. Therefore, the
investigation did not show either Miss Holly or Mr Wood had acted incorrectly in relation
to this.

6. Complaints Vicky made that waret investigated or dealt with

Vicky mentioned seven instances involvin
investigation stated that some of the complaints Vicky made had already been investigatec
and dealt with by Mr Wood, HR and Miss Hollgpwever, there were three complaints
Vicky claimed she had made that neither HR nor management could recall. And there is nc

record of her making those complaints.

7. Impedance of Vicky doing her work by others

Although Vicky gave three examples of thébgect of this complaint, Mr Morgan believed
that from the evidence presented there was no evidence of harassment.

8. Noncooperation by others

Under this section, four numbered items and several unnumbered items were included. M

Richmond's investigatioreport suggested that Vicky's complaints were not justified.

9. Undermining Vicky's efforts

Mr Richmond believed that this issue had featured in several of the points of grievance anc
is dealt with under Section 1. Therefore, no recommendation is reaglenlrespect of this
complaint, as this matter is dealt with elsewhere.

10. Picking on one person when there is a common problem.

No evidence has been found that Vicky is being picked on.
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11. Victimisation

Mr Richmond believed that where Miss Holly Mr Wood had given feedback to Vicky
about her perceived strengths and weaknesses in relation to particular roles, this should k
regarded as being honest rather than victimisation. There was no any evidence of

victimisation.

12. Lack of followingCouncil policy and procedures

Mr Richmond believed that Vicky's complaint has been handled as per Council policy and

procedures, and the issues Vicky had argued are groundless.

13. Lack of management support

There has been a serious breakdown in the wgrkelationship between Mr Wood and
Vicky, such that the usual management support arrangements are no longer practicable
Vicky does not respect Mr Wood as a manager; Mr Wood has raised some issues with Vicky
about her interpersonal skills, but these appgeahave been rejected as unwarranted
criticism. Since June 2006, Miss Holly had attempted to fill this gap as far as possible and
had spent a large amount of time dealing with issues involving Vicky, including the

provision of support and some coachimgl anentoring.

14. Social exclusion

Vicky believed that she and her team have been subject to social exclusion in some

situations. Mr Richmond did not find any evidence of social exclusion.

15. Removal of Vicky's role responsibilities for the litigatémd licensing teams

Mr Richmond believed the evidence submitted by Vicky did not support her complaints.
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16. Concerns raised by staff over Vicky's behaviour

This complaint refers to a report by Mr Morgan, the external investigator. Vicky believed
the report was based on inaccurate and incomplete information, and contained some
erroneous conclusions. Vicky says the report suggested there may be capability issues b

does not say what they are, and that therefore she is not in a position to refute them.

The report was prepared in response to several complaints and emam#aints involving
Vicky. Its aim was to establish a view of the situation and what procedures might be
appropriate to deal with it. The report contained various conclusions. Orad thére is a

problem of capability, and that this should be pursued using the appropriate procedures.

On 14th June 2007 Vicky submitted a grievance. This complained about a range of matters
including the Mr Morgan's report. Usual HR practice is thagnetthere is a grievance, this

will be dealt with before any capability issues are investigated. Any potential action relating
to Mr Morgan's report was, therefore, suspended. This included investigation of the possible
capability issues, and the whole pess by which Vicky could refute any allegations. The
capability process was still suspended pending the current grievances being decided. Th
position was that the capability process was suspended and had not reached the point whe
further details of cagiility issues could be put to Vicky.

On 25th August 2008 Vicky appealed again
Mr Richmond asked Vicky to describe which part of report she was appealing against, and
confirmed he would arrange a grievance stigation. On 14th October 2008 Vicky Battle
received the results of the Grievance Appeal Hearing of 9 and 10th October. The Appeal
Panel noted and agreed the recommendations made by Mr Richmond, where appropriate
on the action needing to be taken. Itoals ¢ o n f Tiheranie ri fufther right to appeal

within the councils procedure¢betails see AppendixE).
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73 RESULTS OF VI C&Y CBRASIETL E

At the end of October 2008, Vicky resigned from Seaside City Council, having obtained
another job. She hdddged a case with the local employment tribunal against the council.
However, the matter never went to tribunal; two days before the tribunal, Vicky Battle and
Seaside City Council reached agreement after negotiation, the council paid her £,000, anc

thecase was closed.

Vicky's case lasted more than two years, as it was very complicated and many people wer
involved. Maggie believed it would be difficult, and unrealistic, to calculate the real cost of
the case. However, it is clear that these costsigirtaent beyond the £5,000 compensation

that Seaside City Council paid. Other costs included: £10,000 paid to the external consultant
appointed in May 2007 to investigate Vicky's complaints in May 2007; and staff and
resource costs e.g. staff meetinggeliviews, and staff generally involved in this case
involved many hours, emailing, arranging meetings and conducting investigations.
Meanwhile, during this twayear investigation, from June to December 2007 Vicky was off
sick on full pay. From January 200&til May 2008, Vicky was permitted to work from
home for three days a week (while continuing to receive full pay for five days a week).
Therefore, while HR and Vicky were busy dealing with grievance matters, part of Vicky
Battle's job had to be allocatéa other staff. However, the cost related to all this was not
calculated. During the interview with Maggie Dolly, she stated her belief that the total cost
of Vicky's case, excluding the cost of the external investigator, would have been £.00,000.
However this figure is only covers final costs; there are other impacts that should be

considered, for example damage to reputation and influence on staff morale.

The author guestioned the process of HR
worthwhile forthe council to spend so much money fighting this case? In other words, if
Seaside City Council had known from the beginning that Vicky's complaints could be
resolved by compensation, was it justifiable to invest the time and resource to fight for

fjusticed ? Was it right to spend taxpayer's m
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Maggie responded that there is no right or wrong answer to these questions. Even thougl
HR and management knew that Vicky's case could have been settled by a compensatio
payment, she thoughttat t he council was ri ghtfinding f i
thejusticé i s the right thing to do; it would
behaviour. If other staff knew that when Vicky complained, she got what she wanted, the
they might try the same thing too. In addition, Maggie believed that it was worthwhile to
use the external investigator, as HR and management could not decide on suitable policie
for dealing with Vicky's complaints; using the external investigator hasight choice in

that situation.

(For better understanding of the case, see Appen#fix7 Ti me | i ne of Vi

7.4 CONCLUSI ON

Vicky Battle's case is an example of the management of HR risk in the public sector. Her
case is possibly happening all tivae in different locations, with slightly different formats.

In other words, Vicky's case applies to any organisation, no matter how big or small. Review
and analysis of this case raises some critical questions about the process of managing H
risk in practice. Such questions such as: would a-mwedpared HR policy or regulations
have provided positive support in this case? What about the process of dealing with this
matter? What is the role of HR during this conflict? Is there a better, more efficievgto
effective way to solve such problems? How significant is this matter of making sure that

resolution of a grievance does not encourage other staff?

In last few chapters, the author has reviewed the theory of martdBing particular the
Interview Results chapter, which presents how HR professionals believed that HR risk is
managed, or should be managed, in practice. According to thospraetste theories
recommended by human resource practitioners during the interviews, Vicky Battle's case
shoutl have been handled more efficiently than it was. In Vicky's case, the HR staff and
managers were all following the procedures and rules; the matter was handled according t
the formal process; the individual employee was given support during the ptbeestre,
according to HR best practice, everything should have been easier. However, in reality, the
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process of dealing with this HR crisis trapped everyone involved in the case; it was not a
pleasant experience for anybody, whether HR, manager or Biakle.

In this case, HR staff and managers had tried very hard to use HR policies to deal with the
problems by following a formal process. However, the reality should make them realise, in
practice, the situation is more complex, especially when songetjues wrong. It seems
likely that it is impossible to cover everything by policies or regulations. The significant
problems are when things go wrong; when management realise that they do not have th
right policy, procedure or process for the crisisythél produce more rules and regulations

to prevent similar matters happening again in the future. Therefore, this case can be regarde
as an example of the problem of ovegulation equals less regulation. It should
acknowledge that rules and regulatpereated to prevent problems, may produce more
problems. This is what happened in Vicky's case. HR and managers could not decide wha
HR policies to apply to herase those HR policies, designed to help HR solve problems,
and infact produced more pradrins. HR and management paid an external investigator to
help them to decide on the suitable policies to apply to the situation. Even after the externa
consultant decided on the policies, the problems were still there, and the situation becam
worse. Howeer, HR and management still believe that using the external consultant was

the right thing to do. Clearly they did not learn from their experience.

Another point of interess whatare the right things to ddIn any organisation, no matter
whether it isin the public sector or private sector, management should have ability to take
a business decision. Human resource risk should be handled as part of an organisation:
system, as it will have a great influence on the organisation as a whole. Perhaps HR an
management were not aware of this HR risk at the beginning of the case. Alternatively,
maybe they were, but they considered other things, like fighting dieti¢g",were more

important than dealing with the matter in terms of business interest.

The pogion of HR and line management should be considered during the process of dealing
with Vicky's matter too. If the problem could be handled by using common sense in the
beginning (if Vicky had received an apology from the taxi driver), the results ofifee c

could have been totally different. Vicky's case started as a small workplace conflict, but it
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was hanldil gratter ysusing a formal process; as soon as people are involved in a
f or mal process, they s tamnmdhtofTher Is hoievidgnceai d
HR or management trying to solve the problem when it was small by listening,

communicating, or using common sense.

In addition, what are the right things to do? How significant is this matter of making sure
that a grievance ikilled off, so that other staff do not get encouraged by the success of a
process? Is it important to make sure an employee is intimidated or, alternatively, to show
the workforce a caring and fair employer, especially when things go wrong? Maggie argued
that they had fought against Vicky to prevent another employee from doing similar things.
However, during the process, the reputation of the organisation was damaged, staff morals

was impacted, and the costs were significant and difficult to calculate.

In general, this case study clearly raises questions about the management of HR risk i
Seaside City Council. One question is whether the HR process is more about the
maintenance of the process rather than the maintenance of organisational goals as a whol
Another question is about the process of managing HR risk, the importance of policies anc

procedures, and estimating the cost or potential cost of HR risk to the organisation.

All these concerns will be considered in depth with the literature reviemiraerview

results in the Discussion chapter.
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CHAPTER ECSGASSE: STUDY TWO
Dr Stonbklnainvder sity of Middl

811 NTRODUCTI ON

This case study was designed based on an actual case from a university in southern Englan
The case is a human resource conflict between an individual emppl®yegtonei and the
university where he was previously employed. The reason for selectingpfieisstudy is
because it reflects the purpose of this research; it presents a real situation, in a real workplac

The author first noticed this interesting case from one conversation among some colleague
and the author's supervisor. After discussioithwhe author's supervisor, the author
believed that this case fitted the purpose of this study, in that it can be regarded as on
example of managing HR risks in practice, and is a situation that could arise in any
organisation or happen to any indivitlu&herefore, the author tried contact with any
individual involved in this case through the author's first supervisor's personal connections.
With the author's first supervisor's help, after a few weeks of repeated attempts to reach him
the author finalf received Dr Stone's reply, outlining his concerns. As the case experience
was not a pleasurable experience for him, it was a sensitive issue and needed to be handl
carefully. The events of the case took place over a long period of time, which added to
difficulty of asking the individual to review it again. Therefore, trust between author and
individual were essential. The author tried to explain the nature of her research, why she
was interested in this case and promised that all the informatiabthleaase would remain
confidential and anonymous, and that no organisation or individual would be identified.
Finally, Dr Stone agreed to meet up with the author to talk about the case on the conditior

of this promise of confidentiality and anonymity.

The interview was conducted at Dr Stone's current university in July 2012, during his lunch
break. The interview started with a talk about the research topionan resources risk
management. Then Dr Stone emphasised the importance of data confidenfiadity
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interview lasted onanda-half hours, and was recorded with the permission of Dr Stone,
which helped in the data analysis stage.

If more people with any involvement in this case could have been interviewed, the reliability
of the case study wouldalie been increased. However, this did not prove possible. During
the interview, the author discussed with Dr Stone the possibility of interviewing individuals
at the university who were involved in this case. Dr Stone believed that would be difficult,
andnot a sensible course of action. Therefore, after consideration, the author decided not tc
make contact with the university, firstly for reasons of confidentiality, secondly because it
could cause potential adverse consequences for Dr Stone. Howeveerimoounderstand

the whole story properly, not only from the perspective of an individual employee, the views
of the university should also be included. After the author explained her concerns, Dr Stone
kindly agreed to provide all the emails exchangdd/een himself and the human resource
department and management team of the university. This was invaluable, as the email date

from when Dr Stone started work at the university until he left.

The day after the interview, the author received Dr Stonead elacument. This 50Page

email document contained all the information about what happened during Dr Stone's
employment at that university. The author believed that comparing the interview
information with the email document would enable her to obtdil @icture of the case.
Therefore, the following case study is based on the interview with Dr Stone and the 500
pages of emails. This information comprises all email correspondence between individual
employees (Dr Stone, his colleagues), managemengrggjénd the HR department. After
reviewing the email document several times, some significant information emerged, which
has been used as citations or presented as appendices with reasonable changes (to ens

data confidentiality and anonymity).

82 DR SNBE AND THE UNI VERSI TY OF MI DD

Dr Stone is 39 years old and, having graduated from a top five UK University, has worked
for different companies in both private and public sectors. Dr Stone regards himself as ar
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anthropologist; he spends much time undertaking strategic research and risk consultancy fc
defence organisations, international technology companies and intelligence agencies. On
month ago, Dr Stone started his new job as a senior lecturer at theiStatk@usiness
department of the University of South Sea. Dr Stone enjoyed working in the higher

education sector, especially helping students to achieve their highest potential.

It was Monday morning; Dr Stone was checking emails before lecturesh@he mang and

there was the registrar, Mr Richard, who wanted to know when it would be suitable to have
a talk with Dr Stone. Because the HR department received a call from Dr Stone's previous
employer a few days ago, for that reason they would like throoa few things with him.

Dr Stone was surprised, angry and a little worried; he did not know why the previous

employer had called, but he knew that they did not say anything complimentary about him,
especially as he had left following a significant ditgowith them.

When Dr Stone arrived at Mr Richard's office at 2pm, he noticed that the Head of Human
Resources, Miss Evans, was there too. After a cordial greeting, Miss Evans explained tha
they received a call from Dr Stone's previous employer, thedsity of Middle England;

the call was anonymous, but the person who called confirmed that he is a registrar of the
University of Middle England and worked with Dr Stone previously. He warned the
University of South Sea to "pay attention” to Dr Stone.ddoer, he said that Dr Stone may
bring some course materials from the University of Middle England and try to use them in

the University of South Sea.

Dr Stone became very angry. He could not believe what he had heard; he had no idea wh
this person hadone this. However, he knew that the person who made this call wanted to

destroy his career although he had already left. Mr Richard was very calm and asked politely
"if you do not mind, could you please explain what happened in the last Univei3ity?"

Stone tried his best to keep calm and started to explain in detail.
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821 WORKI NGTABNI VERSI TY OF MI DDLE EN

It was November 2010; Dr Stone got a temporary appointment at the University of Middle
England. He was employed to be in charge of an M&ancelearning programme whilst

its course director was on study leave. The management team encouraged Dr Stone to mal
improvements to the course. Before he started, the director of the University and registrat
both explained that part of his job wasdentify problems and to improve the course. Also,
they confirmed that they knew there were some problems. However, those details were no
written in Dr Stone's employment contract or job description. Normally, there were two
academic staff working orhis MSc course. When Dr Stone commenced in his new post,
one of the academics was on letegm sickness leave; another academic, Dr Sam, got a
research contract and worked elsewhere. Therefore, Dr Stone's temporary post was to covi

for Dr Sam,andhebegsee t he courseds acting directot

After Dr Stone had spent significant time reviewing the course materials and researching
more information about the course, he realised that this distance learning course is ver)
important to the Universifyand it is an important business to keep. Several senior managers
from some famous international commercial companies study on this course; also, it
produces a huge amount of money for the University. It was clear that the quality of the
course would cedlinly affect the reputation of the University. Therefore, it was vital to
improve the course, and to increase the satisfaction of the students.

Furthermore, Dr Stone discovered that the general quality of teaching material, student
support, and study dl§ were very low. The course materials were out of date, some case
studies being fifteen years old. There was also a lack of student support, and the online

learning environment was not efficiently designed.

After Dr Stone reviewed the current course eniats, quality of assessment and student
experience, with the invaluable help of the excellent administration team, Dr Stone

instituted a wide number of changes to the course, for example:
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a Refreshing course materials
a Using only approved, reliable anagitive markers

a Making academic support friendly, accessible, informal and working to differentiate
the offering in the marketplace

a Encouraging students to write in ways which expressed their personality, expertise
and professional backgrounds

a Holding amarkers' training day (first in 5 years) to instantly improve and personalise
the feedback to students

a Changing the students' feedback sheets (in consultation with students) in order to
maximise learning value of University comments

a Providing constantly ugated case study and other materials via internal
communication software.

u A weekly O6o0office hours' function and &
gain support no matter which time zone they are in

u Establishing LinkedIn and Facebook sites tpiiave student engagement

0  Adopting a fresh new look to course materiakoftbound rather than ringpound.
This cuts printing and postage costs at a stroke and makes the product more portable
for a student body that is often travelling or working awaynfiltome

Dr Stone also conducted an opdwor policy, so students could feel free to contact him
either by phone or email. He created more events to communicate with students in order tc
found out their needs and wants, to increase their learning satisfactd the general
quality of the course.

Clearly, Dr Stone made significant changes to this MSc course. During this process, some
staff were affected considerably, and annoyed by DR Stone's actions, particularly those tha
had been working at the Uningity for a long time. One academic warned Dr Stone in one
email, saying:"In a University like Middle England there are rules, regulations and
procedures that must be followedforeover, another saidt think that on all these things

it is vital to consilt with others if you want to make changes. Sound improvements are
always welcome, but they must be clearly beneficial and agreed with other people who are
involved, including where appropriate me and the head of departniegdrdless of these

dissentig voices, the changes were implemented by Dr Stone, who believed the results of
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the changes would improve student satisfaction, the profitability of the University, and the

guality of the learning environment.

The changes had been wedteived by studest many providing flattering feedback on Dr
Stone's role in aiding essay and dissertation completion. Some students confirmed that the
were happy to receive higher quality education, and satisfied with the improvements to the
course. Some students wenttfier, saying that this was what they wanted and paid for. At
the same time, Dr Stone also noticed that management were happy about the changes ta
especially as more students joined the course and brought more profit to the University. Dr
Stone certainlyvas motivated by this result; he had personally invested a great deal of time
and effort in the process of improving the course. For him, the quality of service was most
important. He believed that students do deserve to receive -gtidjky educationrad get

what they paid for. Student satisfaction, loyalty, motivation, social network promotion and
retention were enhanced significantly by his interventions. Consequently, despite the
economic downturn, the department had been lucky enough to have sieureghest
intake of students ever and an intake that was ever more highly qualified. All in all, it seems
that everybody Dr Stone, Management, Studeiitsvas happy and thoroughly satisfied

with these changes.

822DR SAM RETURNS

Unfortunately, things changed when Dr Sam returned from her study leave on June 2011
Dr Sam had been working at the University of Middle England for more than fifteen years,
and she had been the course director of this unit for the last five years.nfasssite came
back, she realised that there were lots of changes, which were not to her liking. She believe
that the teachers should have more formal contact with the students. And that more frequer
communications were not suitable to the aims of tigtadce course. Certainly, she did not
think that there were problems with the course previously and she did not understand the

point of the changes that had been implemented.

In general, Dr Stone and Dr Sam had totally different beliefs about this M8seso As
Course Director, Dr Sam disagreed with several changes made by Dr Stone. For example

about academic style; how to mark students' work; who is qualified to be a marker or first
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supervisor; how to give feedback on students' dissertations, anth lcmmmunicate with
students... Also, Dr Sam raised the concerns about the Department budget for the period ¢

her absence while Dr Stone was in charge. All of this made Dr Stone uncomfortable.

There was some communication between Dr Stone and Dr $éontunately, this was not
very helpful, and acted to increase the disagreements between them. Because Dr Sam w;
again the course director when she returned, she started to reinstate the old ways. Eventuall

almost all of Dr Stone's changes had beenrsexe

a Study School returned to its original format

a Next Markers' Training Day postponed until December 2011 at the earliest
U Any further refresh/reformat of the Course Materials cancelled

a Signalled that open communication with students is inappropriate

U  Associate Markers (whose performance, Dr Stone believed, was unacceptable)
reinstated

After Dr Sam's actions, some further problems occurred. During Dr Sam's absence, Dr Stont
encouraged the students to write in ways which expressed their personaktyisexgnd
professional backgrounds. However, since
were not to Dr Sam's liking, which meant that more and more students complained about
their essay marks, Dr Stone believed that Dr Sam and himself showddmnsible for
these results, and started to worry about giving feedback to students, as what he advise

would certainly influence the students in some way.

Moreover, disagreements arose about academic support issues. Dr Stone encourage
academic staff tadopt a friendly, accessible, informal mode of academic support, by giving
markers training to improve instantly and personalise the feedback to students. He argue
that "a more modern and personalised apprdasghs needed; it had receivekty positive
feedback from the student body Hbe University of Middle England. (Details see
Appendix 8A)
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However, Dr Sam argued that although she understood that academics have different style:
the feedback approach she had developed over a number of years;wutotgederates
effective communicatioh.Therefore, an"overly-familiar tone is unnecessalyboth
students and markers should write in the third perstising exclamation marks in
feedback sets the wrong tdh8he constantly emphasised th@ufture istop-down" thus
lecturer, supervisor and marker should set the right example. Furthermore, Dr Sam arguec
"it is important that we be mindful of what has served us well for a considerable length of
ti meé We know cold and bl anonbershave been sgadilyw h
increasingi surely a vindication of our longtanding modus operandf{Appendix 8A).

All these arguments influenced the operation of MSc course and, during this process, ong
student left the course disappointed. Dr Stone ardgin@ Dr Sam's actions had adversely

affected the students and could cause more reputational damage in the future.

In addition, what worried Dr Stone more was that it seemed that people noticed these
tensions, but nobody would say anything. He realibatithere was a lack of support for

the changes he had made. In order to protect what he was fighting for, he sent a confidentiz
and private email to the Registrar, Mrs Porter, to explain his concerns and ask advice. Mrs
Porter was one member of senfoanagement who had been involved in the process of
recruiting Dr Stone and encouraging him to make changes to the course. Dr Stone argue
that there were a series of issues and concerns which he had effedtieatiedoff
concerning updating course matas." He argued that management should decide whether
the way in which academics assess studen:
advice about what he needed to do when a student asked him for feedback, as he worrie
that if he provided guahce, and it was followed, the student may be harshly penalised by

Dr Sam's new marking criter{&ppendix 8B).

Furthermore, Dr Stone believed that there was absolute certainty that a significant number:
of complaints would be raised by students in tharriuture about dissertation marking and

supervision; Ph.D. supervision (or lack thereof), marking, and outdated and irrelevant
course materials. Thus, all these required executive strategic actions. Within that email, Di

Stone tried to remind Mrs Porténat the changes he made were confirmed by senior
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management, as he said:did issue a brief report to you and HD of department last
November when | started this job, which recorded some of my immediate concerns. | alsc
spoke at length with HD of depamrmt and secured what | assumed was endorsement for

improvements to the MS¢Details see Appendix-B)

During this process of contact with Mrs Porter, Dr Stone gave a general description of events
since Dr Sam returned and why he was unhappy. He inditeiehe may make a grievance
complaint against Dr Sam as he said in an emlawill' - unless | am strongly influenced
otherwise- be making a grievance complaint against Dr Sakmowever, he further
explained that the issue of concern was not abouparson, it was not about Dr Sam or

Dr Stone, it was about the MSc Course changes whifuire executive actionstr
decisions (Appendix-8). The feedback from Mrs Porter suggested arranging a meeting
with Dr Stone, Miss Brown, the Head of HR, and hiértgediscuss the matters. The first
meeting between them was generally friendly and went well; Mrs Porter thanked Dr Stone
for reminding the management about the problems. The result of the meeting was that the:

agreed to ask a professor from a differdgpartment to arrange an informal review.

A few days later, Dr Stone was shocked by the process and the results of the investigation
As the following investigation meetings involved Dr Sam as well, the emphasis of the
meeting was not on the quality oktlourse, or changes that either Dr Stone or Dr Sam had
made, it was about Dr Stone's performance or personality, which Dr Stone could not
accepted. They even started to question Dr StooesssSpendingduring his time in charge

of the MSc course. Dr Ste argued the investigation should emphasise the changes Dr Sam
had made, and should not be focused on personality. Surprisingly, the Head of HR, Miss
Brown, suggested that Dr Stone should make a formal grievance complaint against Dr Sam
Dr Stone explaing "as a temporary appointmeiitis no value to me to pursue a grievance.
Moreover, it would only generate work and irritation for all concerned. Let's avoid. that

He also explained that he does not want to make the issue more serious than it abgady wa
most important, it was not a personal problem, and it was not about Dr Stone or Dr Sam.

Maybe the senior management could do something to improve the situation.
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Dr Stone believed the investigation result was unfair, in presenting him as a persoasvho w
out of control, just making changes for fun, without considering other people's feelings or
advice. Dr Stone was very angry; he did not understand why colleagues could not see th
benefits of his changes, or why nobody would make a stand and say sgmiédrsonally,

he believed that the changes he had made were right: right for the students, and right fo
securing a niche for the University in the market. Although the director of the University
and the registrar had asked him to improve the courses Wha&s nothing written down,

which made it difficult for him to find any supporting evidence for his actions.

Whilst his bruised feelings no doubt required some help, there were some key concerns
involved: continuing to meet the expectations and satfsfywellbeing of the students;
ensuring there was no further reputational damage to this MSc course or the University.
Therefore, urgently and emotionally, Dr Stone decided to protect the changes he had made
However, he did not understand why no one fhisteto him. Then he recognised one
potential ally in another registrar of the University of Middle England, Mr Smith; one
important reason for his thinking that Mr Smith may be the right person to talk to about his
problems was that Mr Smith had a similailitary background to Dr Stone. Another
important reason was that Mr Smith's job entailed ensuring the quality of University courses.
After Dr Stone contacted Mr Smith and explained the issues, Mr Smith promised that he
would find out what was going on @lo something about it. Things seemed to be going in

the right direction, and seemed like they could be solved in a short period of time.

Unfortunately, that did not transpire as Dr Stone had hoped. The investigations still focussec
on Dr Stone's perfarance and personality. Dr Stone had been required to attend different
meetings with Dr Sam (as his direct line manager), Head of HR, Miss Brown, and the
Registrar, Mrs Porter, to investigate his performance and attendance. Dr Stone believed the
h e waisg péndlised for blowing the whistle on a serious matter." As an individual
employee, he did what management had asked him to do; he did nothing wrong; he worke
hard for the benefit of the organisation; however, the consequences were that he was to b
fisolated |, ma r Koadempdogeedad treated unfairly.
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Dr Stone used the whistldowing procedure (Details see AppendbC3in accordance

with the HR policy of the University of Middle England. However, Mr Smith responded,
he could not accept the whistidowing, because the matters that Dr Stone raisedlveang
investigated through another procedure. Mr Smith said thathistleblowing procedure

could not be used to consider issues already under investigation through another process.'
Therefore, before the informal investigation had finished, Dr Stevie&le-blowing was

not accepted by the management. Mr Smith's advice for Dr Stone was to wait for the
investigation results, and then he would determine whether the additional issues would
warrant investigation under the Whistleblowing policy or undetfar process (Details see
Appendix & D).

However, Dr Stone argued that after he flagged his concerns to Mrs Porter, she and HF
attempted to pin the entire blame on Dr Stone, as a failure of his communication skills and
performance. All he had wanteddo in raising the issue with Mrs Porter was to indicate to
the management thathe reversals to Course improvements are a bad thingHe ar gu
the reversals threatened retention levels, recruitment, and social marketing of the MSc. The
Course and the tiversity were now vulnerable to a range of allegations which would be
difficult to defend. There were also a number of complaints in play or likely to be made
which would be impossible to defend; the University had already lost one of their finest
studens (better qualified than most) and stood to lose more; halting the updating of modules
and rerecruiting hopeless and unapproved markers (etc.) was unacceptable. Reversing th
actions which Dr Stone had instituted with staff support was, therefore, anthunjust.
According to the University whistiblower policy, ‘policies and procedures are already in
place covering grievance and complaints; harassment, and discipline. This policy is
intended to cover concerns which are in the public interest and atdgast initially) be
investigated separately, although this may subsequently lead to the invocation of such othe
procedures.'Dr Stone argued the matters he raised were serious both in terms of effects on
student morale and quality of experience, refiutaof the University, sustainability of a
lucrative MSc programme and litigation liabilities. Mr Smith had no authority in regulations
to not respond to disclosure made by way of the whidde/ing policy in the way that
policy sets out. Dr Stone belied the investigation Mrs Porter and HR conducted was an
informal process, and not documented, so Dr Stone insisted that the inquiry should follow

the established procedures (Details see Appendi®.8
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The concerns Dr Stone raised should have been redianger the whistiblower policy
(Details of the policy see Append{), and management should have conducted an
investigation. However, Mr Smith argued that the concerns Dr Stone had raised were no
related to matters that warrant investigation undeitthistleblowing Policy, and that the
concerns would be more appropriately dealt with under the University's grievance procedure
If Dr Stone was not content for his concerns to be investigated and dealt with under the
University's formal grievance procaguand since Mr Smith was unable to confirm that
matters would be formally progressed under the whidteing policy, the investigation

could not be classed as falling under either category.

Dr Stone was disappointed with this outcome. He argued thertyawe (including
management) knows how Dr Sam operates, and the current situation arises because tt
change he was employed to introduce has collided with Dr Sam's personality. However, Dr
Stone was surprised and disappointed by the lack of protectlmadHeom the implications

of Dr Sam's behaviour. Dr Stone stated that he already escalated the outstanding issues tt
required decisions. As he had blown the whistle, it was up to the University how it chose to
respond. Dr Stone said he did nataht anyfurther part in what is a problem requiring a
strategic decisiori.Moreover, he believedlie issue is closéand he von't comment or
expand on his thoughts further. Dr St one was waiting for
which he would accept regardless. As he sdidon't want to pursue, talk about or argue

the issues any further, | just want to be told what to do so that | can continue with the day
job." "The besthing for me to do is accept that the judgement calls are for others to make
and focus instead on excellence in what | can do. Once the decisions are communicated t
us all, I will of course respect and stick to them. | will ensure that | am present on the

required days and meet contractual obligatior{®&tails see Appendix-B)

However, not long after, Dr Stone was dismissed with immediate effect by HR for "gross
misconduct” and for having more than one-firie job (Details see AppendixFB). Dr

Stone argued that there had been no concerns raised with or by him concerning his
performance at the University of Middle England, also that much of his work as Teaching

Fellow had beendut of hours"due to the distribution of the distanl@arning students

142



across time zones. He also argued that there had been no disciplinary process, which breal
both University procedures and employment law. Moreover, he did not believe that having
two jobs was gross misconductdccording to either University procedures ompérgment

law, as there was no stipulation in his contract against having two jobs and, indeed, his
contract did not even set out fixed hours of work at the University of Middle England. The
Head of HR had refused to indicate what contractual or Univeegtylation Dr Stone had

breached or in what way this amountedgor"oss mi sconduct 0.

Dr Stone believed that Miss Brown revealed that she had not been part of any proces:
looking into this matter, which could indicate that she had merely signed a létieutw
examining the legality of the process behind it. It might, therefore, be concluded that she
just did what other people told her to do, and signed a piece of paper. Finally, Miss Brown
concluded the conversation by calling security because Dr Septeagking her,are you

just doing what other people told you to do and sign a piece of pape€erefore, Dr Stone
believed that the University of Middle England was in breach of the law and its Regulations

for:

a having dismissed Dr Stone as a resultm@king a protected disclosure under the
whistle-blowing procedure

a having dismissed Dr Stone for gross misconduct, where there has been none
a having dismissed Dr Stone for breach of contract, where there has been none
a having dismissed Dr Stone without folong any disciplinary procedure

a Deleteriously impugning Dr Stone's professional and personal reputation.

After dismissal, Dr Stone emailed everyone to explain what happened and why it happenec
(Appendix 8G). The student body of the University of Middledtand questioned the
management decision; they were highly supportive of Dr Stone. One student wrote to Dr
Stone saidi | have spoken to a number of studen
positive aspect to an otherwise terribly outdated coarsgpoorly tutored course. You are
the only tutor who has actively and proactively sought to engage with the students on a

regul ar basis and for this | am hugely g
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On student wrote in the email to the senior management team:

"Since Dr Stone tdoup his position | have witnessed some significantly good changes to
support the interaction between other st ucf
has been active behind the scenes of the course, it is important to highlight the enormous helf
Dr Stone has been to me personally... Dr Stone has gone over and above my expectations, k
taking time out from his busy schedule (even outside the core hours of his work), to discuss witf
me the issues | have had, offer advice, point me in the rigletidinebout most of all giving me

the belief in myself to go continue with my studies. | am disappointed to hear about Dr Stone
having problems after all of the good work he has done for me and the university."

Another student said in the email to Hemior management:

" am writing to express m¢ whiicmay ottriomgl ¢
detriment of the department. Since his joini
and accommodatingtoupoovinngdBeyi assi stanc

Stone was also the driving fércambabiwndign

concerned that with the | oss of Dr Stone, st
suppo from tutors and therefore wildl not rec
di smissal is highly disruptive for students

university should strongttgneg'exodiss miessalt sagp
wi despread and negative impact on not only t

severely disrupted by these actiong Deentdaiwhss
Appen-#ii x 8

Certainly, Dr Stone's dismissal appeared to impact greatly on the students who were still or
the course. There may also have been some effect on current staff. However, there were r
members from employeesd groups paniagotler e d
Universityéds deci sions, even though some
letting the University know. The support from students doubly confirmed that Dr Stone did
nothing wrong, but had been unfairly treated. With disappointnmehdager, Dr Stone took

the University of Middle England to the employment tribunal
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823RESULTS OF DR GCGA®SBE

The tribunal case lasted more than one year. Since the conflict started, Dr Stone and Dr Sal
never had the opportunity to communicate abbatrhatter. Dr Stone maintained that he
had never been given the opportunity to explain why he made the changes to the programmis
In order to win the case, the University employed an external legal consultant to help them
prepare the documents, which cosanly £.0,000. Some other costs should be considered,
such as the resources and time spent on preparing the case, reputational damage, impact
students and existing employees, lost opportunities and damage to the course. These cos
are difficult to calalate. However, they are of more significance than the financial costs.
Dr Stone prepared the case all by himself as he was not a union member at that moment. |
the end, Dr Stone lost the case, with £1500 to pay. The reasons given for the loss of the cas
were that Dr Stone only followed the whisb®wing policy of the University but did not
follow the guidelines of government legislation. Employees can only be protected by

government legislation, not the organisational policy.

After Mr Richard and Mis Evans from University of South Sea listened to what had
transpired between Dr Stone and the University of Middle England, they decided to trust Dr
Stone and confirmed that Dr Stone is a quality employee, and suitable for his current job.
What had happexdéan the past would have no influence on his current employment.

83 CONCLUSI ON

Dr Stone's case is an example of how HR risk is handled in the workplace. Certainly, this
HR risk case was not a pleasurable experience either for Dr Stone or for the university
Although the University of Middle England won the case in the end, the case benefited
neither Dr Stone nor the university. Dr Stone lost his job and left the university, while the
University of Middle England lost a valuable employee (although certidieljydo not think

this way, being more likely to regard Dr Stone adrauble maker); the quality of the
course did not improve and, perhaps most importantly, they paid significant financial and
potential reputational costs to fight Dr Stone in the trddicase. There are key factors that

the author believes are worthy of discussion:
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Firstly, policies and procedure. The HR department argued that they followed the
established procedure for investigating Dr Stone's complaints. Also, the management
refusedto pay attention to Dr Stone's whisbéowing, arguing that it ran counter to their
policies and procedures. However, Dr Stone argued that neither HR department nor the
senior management of the university did handle his complaints according to anygexistin
policies and procedures. That is the main underlying reason for Dr Stone's unfair treatment

Secondly, the position of HR in a conflict situation. The HR department, in this case, chose
to stand to one side of the conflict instead of being neutral. Mysdrtant, they did not
provide or were unable to provide strategic suggestions to enable senior management t
make a business decision. The management also decided to support one side against anotl
side, rather than adopting an impartial stance. Thedelfartment was used as a tool by
senior management to enforce management will, irrespective of whether this was legal,

ethical, or even in the interests of the organisation.

Thirdly, communication in a conflict situation. There were no opportunitiesgedvor Dr
Stone and Dr Sam to communicate since the conflict started; even during the investigation
they did not have opportunities to exchange ideas about the matter. If the HR departmen
and senior management had acknowledged the importance of coratiamithey could
have handled the situation differently, and the problem might have been solved while it was

still relatively lowlevel.

Fourthly, other factors which would influence the process of handling the HR risk in this
case. Most members of teenior management team who knew of the conflict could see the
benefits of Dr Stone's recommended changes. However, when Dr Stone was unfairly treate
nobody wanted to involve themselves in the matter. It seems like there are several factor:
influencing he situation in Dr Stone's case: these factors could include personal
relationships; numbers employed; power relations; management style; hierarchy,

bureaucracy and organisational culture.

In general, this case study clearly raises questions about tlagemaent of HR risk and its

contribution to the improvement of educational provision at the University of Middle
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England. It also raises questions whether the HR process is more about the maintenance
the process rather than the maintenance of good stEnddso, it raises ethical and moral
questions; the process does not distinguish right from wrong; it simply distinguishes
whether the right policies or procedures have been followed or not. It also raises serious
questions about the role of the humarsorgces department in the process of risk
management. Other factors such as power relations, the commitment of individuals,
managing change, have an influence on managing HR risk. All these concerns will be

considered in depth in the discussion chapter.

(More detaled information in Appendix-8 to Appendix 8)
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CHAPTER NI NE: SI MULATI ON EX

911 NTRODUCTI ON

In this chapter thauthorwill explain the process of design, conduct, and analysis of the
simulation exercise of this research, which wasriedout at 1 UK System Society
(UKSS) conference in September 2013. The simulation exercise was designed based ol
Case Study Twd® Dr. Stone and the University of Middle England. The purpose of
designing and conducting this simulation exercise was to bring-afeeidR-risk situation
intoprac i ce, in order to find out peoplebs r
suggestions for the future. A discussion of the simulation exercise is provided at the end of
the chapter. Before the simulation exercise is explained, it is importavi¢éov the theory

of simulation.

92 BRI EF REVI EW OF SI MULATI ON

Simulation is an increasingly significant methodological approach within organizations and
strategy literature (Repenning002; Zott 2003). Simulation and games have been widely
used in comm@x and diverse disciplines (Borodzic2Q05b). There are different types of

simulation:

U Seminar simul ati onbasedpatrtaionfi ng «loay s
seminar simulation is more focused on

skils to solve those probl ems.

U Tabtleep of | pavpesi mul ation refers to the p

of a simulated incident by providing p
of simulation is ofteh.udsdedef o mmhatpge
operational, field ekxefeisesnarebsrsntc

the participants to experience and to
scenarios, for thpapuirpobopanbdé fwatmhl vari
i ncidents 1)Kincaid, 201
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There is some mulinedia and interactive software widely used in the simulation, with the
development of technology, such as compbtesed or welbased simulation. The selection

of a particular type of simulation should be driven by the research aims and questions (Zot
2003).

The benefits of conducting simulation have been highlightetidnyy authors (Zott, 2003;
Borodzicz,2005; Devitt 2009):

U Provide opporweankndsesses oi Imr eewxeiadt i ng pl a

coordination of operational el ement s;
O Provide opportunities to achieve highe

recognition of the capability, and rai:
U Ensuhe effective i mplementation of pl al

Carrel (2000) summarized the function of simulation in managing risk and crisis. Firstly,
simulation builds channels to provide public information; secondly, simulation helps to
identify problems, diftulties, and weaknesses in existing plans or procedures; thirdly,

simulation can be used for educational purposes, by providing participants with different
types of reaworld scenarios, thereby enabling the participants to become familiar with the

problems or methods to deal with those crises (Perry, 2004).

Simulation design should follow a logical process. It starts by identifying training needs,

setting up objectives, developing or selecting learning activities, conducting the training

session, and euating the effectieness of the training (LakhaMoore 2002). Simulation

needs to be carried out in a systematic way, the evaluation results should be considered |
the beginning of the design stage, and feedback should be used to adjust or reesgihe d

of the simulation and refine the system (BorodzZa05b).

The primary purpose of simulation is to provide participants with awareness of any
problems in the plans and strategies. It also provides an opportunity for individual
participants to learthrough an effective learning environment. From a simulation exercise,

risk management, individual competencies, knowledge, and skills and attitudes toward work
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could be enhanced. Simulation provides players with an excellent chance to receive
experienceelated to their work (Ulrichl998), as they can gain experience from taking part

in the simulation, learning from observation and feedback. Through debrief and discussion,
the participants obtain new knowledge and strategies to solve problems. When they
experience a similar situation in real life, they will be able apply what they have learned to

practice.

93 SI MULATI ON EXERCI SE

931 THE PURPOSE OF SI MULATI ON I N THI

In this thesis, the simulation exercise has two purposes. The first is that the simulation
exercise works as a datallection method. The simulation exercise brings a real life HR
crisis scenario into practice, to see the reaction of participants andehservational
opportunities for the author. The results of the simulation exercise will then be used in the
analysis stage to compare with the interview results and case studies. The second purpo:
in using simulation in this research is educationsilit fias been reviewed in the literature
review, the simulation will enable the participant to become familiar with the scenario
through participation and observation, finally obtaining knowledge, skills, and change of
attitude. In this thesis, the authwas tried to test out the educational function of simulation
through an HRisk simulation, in order to explore alternative ways of improvingri$R

management in practice.

When the author decided to use a simulation exercise, the first challengedessrtoine

what kind of participants would be required. The author had considered using HR staff,
managers, or supervisors of those who are involved in managing people in their daily job.
However, after having tried to contact several HR organizationsanganies, the author
finally had to abandon this plan. The author then considered conducting the simulation using
student groups who were studying HR or risk management. However, after contacting
several universities, she had to change her plan, realizimgght difficult to do the
comparison in the analysis stage. Finally, the author discovered that she could run he
simulation in the UKSS conference. Moreover, she believes that using people who have nc

working experience in HR or management could bsoofie benefits in the research. As
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people who are completely uninvolved in HR management, they may have different views
from HR practitioners. Therefore, this simulation is designed to try to find from people who
are completely uninvolved in HR matters fiet collateral in terms of informal/better ways

of dealing with HR risk.

932 DESI GN SI MULATI ON

This simulation exercise is designed based on Case Stufy Stone and the University

of Middle England. First a short version of the cagely material has been produced from

Dr Stonebds case material, whi ch i nwhat odu
happened in the University of Middle England, without disclosing the final outcome (see

Appendix 9 A). This short case allowed participants to have some general ideas about the
Astoryo. At the same t i(seeAppendixéB)er geleatedmb e

Registrar; Head of HR; Head of the Department, Professor X; Dean for Quality; and

Professor Y, an independent member of the team. Based on the real case, a specific details

personal description was produced for each plagfollows:
A Head of HR

You have been the Head of HR for the University of Middle England for the last four years,
with 20 years HR working experience in the public sector. You report to the Heads of the
organisation, and serve on the executive agament team, assisting and advising
departmental managers about HR issues. Regularly, you feel stressed. You have gre:
responsibilities to ensure the strategic focus of HR, to balance the relationships betweer
departments, to cooperate with the unioog&eep up to date with legislation and regulations,

to follow the rules and procedures, and to ensure good HR practice in operation and contro
t he f Il exi bi-fo-day gctivilids. HR6s day

A HOD Professor X

You are an experienced academic holdireggtitie of Professor and Head of Department in

a prestigious centre at the University of Middle England. Over the years you have worked
with Dr Sam, you have come to respect her judgement as an expert in her subject area, ar
as a close friend. You suppedt Dr Sam's sabbatical leave and appointed Dr Stone as a

replacement in her absence.
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A Registrar

You were involved in the process of selecting Dr Stone to replace Dr Sam during her study

leave.
A Dean for Quality

You are Dean of the University dfliddle England, and are responsible for the general
welfare and discipline of staff. You are especially responsible for the quality of all courses,
and regularly review the materials and standards of courses. You are a member of the
Academic Standards Canittee of the university. You have been working in this university
for many years, and have an excellent relationship with Professor X. You were aware that
during Dr Sam's study leave, a new academizr St one woul d be

important distanelearning course.
A Professor Y (independent member of

You are a senior lecturer in the HR Department at the University of Middle England; you
are not involved in the MSc distant@arning programme that was previously the
responsibility of D Sam. You do not know Dr Stone, but you knew Dr Sam had been

working in this department for a long time and had a good relationship with HOD.

Al l characters were designed to resembl e
order to preserve threalism of the case, trauthorspent considerable time reviewing the

500 page email document, trying to find detailed information on each characteuthbe
attempted to keep the personal descriptions as simple as possible, but to reflect the
relationdips between the real characters. There were three reasons for doing this; first, it
would allow the participants to understand their roles in a limited time; second, it would
enable participants to act more like the original characters; third, it wduld #e scenario,

enabling the participants to act.

A The structure of the simulation exerci
The whole simulation exercise was divided into following sections:

First, briefing the participants: explaining the aim and objectives of the study; exglainin
the purposes of the simulation exercise; and explaining the structure and processes of th
simulation.
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Second, grouping and selecting players: participants were divided into small groups; ideally
each group should have six to seven members. Each droujd $rave five participants to
play the roles, and one or two members working as observers. The role of the members wer
then decided, and ten minutes given for participants to read thetoasematerial and the

personal descriptions.

Third, performingthe exercises: 20 minutes was allotted for the participants to play the

simulation exercise, that is, to act out their roles responding to the injected questions.

Fourth, presenting solutions: each group was required to provide feedback and discuss the

strategies to all participants.

Fifth, the author presented the real results of the case study, which was followed by grour

discussion.

A Considerations before conducting the s

This was first time the author had designed a simulatiod,conducted the simulation at a
conference. Although she had her first s
about the simulation. As the author was bringing the simulation into the UKSS conference,

there could be some unexpected factbas could arise.

The first worry was the number of participants. It is hard to forecast/anticipate how many
participants would turn up at the simulation exercise. If there were too few (less than five),
there would not be enough players to do the egerdihe author considered as a solution

to this problem that she or her supervisor could join the group. However, this could affect
outcomes as the author, and her supervisor, knew what had happened in the real case. (
the other hand, if too many peoplesved up, this would produce further challenges: having

to manage too many groups at same time could cause the author to lose control of the proce
the author may have difficulties observing the participants; and there may be time limitation
or analysidifficulties in the later stage of the research. In order to overcome this problem,
the author was considering as a solution, if too many people turned up, she would increas

the number of observers, retaining the right number of people to conduct thetisimu
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The second consideration was the mix of participants. It would be more useful if participants
of similar background could be grouped, for example, ptddator participants, private
sector participants, or groups of academic staff or managenadinttHowever, in reality

this is hard to achieve. As the UKSS conference is an international conference, the autho
obtained a good mixture of participants with different employment experience, such as
academic, high education, government, private conmagganior norprofitability
organisations. Regarding the mix of participants, the author believes there are advantag
and disadvantages in having mixed groups of participants. The benefit is that people may
have different views on the topic if they come fralifferent backgrounds and working
experience. People's background and employment experience will influence their decision
making in particular ways. The disadvantage is that it may cause some difficulties for the

author in doing a comparison at the anaydage.

93.3CONDUCTI NG THE SI MULATI ON EXERCI

The simulation exercise was scheduled for 1pm to 2pm on the last day of the UKSS
conference (11/09/2013).

A Before the simulation exercise

As explained above, the biggest challenge was that the author would not get enougt
participants to conduct the simulation. Although a simple description of this HR simulation

exercise was included in the UKSS conference agenda, and the majority of gatticip

the conference had a general awareness what this simulation exercise was about, this cou
still not ensure the right number participants. It was decided to give people information in
advance, to interest them in the simulation and to hopefuihwtdve more participants on

the day. The casstudy materials were handed out on the second day of the conference to
most conference participants. The author hoped the conference participants would read th

material in advance, in the hope of increashegdhances of getting more participants.
A During the simulation

There were 14 participants in total who joined in the simulation exercise, which meant that
two groups could be set up. At 1pm, the author briefed all participants, explained the aims
and objectives of the study, and introduced the structure/process ekehdse. The
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simulation exercise material was given out to the participants, including the short version
of the case study of Dr Stone and the University of Middle England (without the final results
of the actual case), and then the 14 participants digréed into Groups A and B. Ten
minutes was given to the participants to read the case material. Each group decided on the
roles in the game, and then time was allowed for the participants to read their persona
descriptions.

At 1:25pm, the author expfeged the injected questions, and participants were asked to role
play according to the case materials, their personal description, and injected q(8st&ons
Appendix 9A).

Simulation exercise questions for the participants to consider and discuss were:

1. Dr Stone made a complaint to managemen

the issue and make a decision on how to solve the problem.
2. From your point view, what would be the cost of this HR risk?

At the same time, the observers should obgglasger's behaviours, reactions and the whole
simulation process, meanwhile considering how they would act in this situation. During the
simulation exercise, the author and her supervisor worked as facilitators and observers

observing the whole processhite supporting participants by answering questions.

A Simulation Group A:

As soon as the simulation started, Head of HR of Group A decided to deal with the matter
as agrievance,andsaidDr St one has made a compl aint
be casidered. There will be two different grievances, one for Dr Stone and one for Dr Sam,
and the grievances will follow the procedures of the organisaton However , tt
Qual ity had aShald wef mekeet cléar whethenthe RégistraHead of
Department asked Dr Stone to make changes to the course or not? | believe that is mor:
importantd he said, and then he requested tha

had encourageDr Stone to improve the course.

The Registrardidno answer di Mheme tvds pothindgdirewrisng to prove litlid
ornotd Then the Dean of Quality suggested
was to look into every change Dr Stone had made, to see if it is valid and to evaluate its

cortribution. He also saidi St ude n't numbers are increasi.|
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course has been changed back, we Thereamal t
participant askedf | do not understand what Drs San
outdated, why did no one to tell her to improve it. Certainly she was the Director of the

course, it is part of her job. Why employ someone to improve the course when Dr Sam is ol
leave and she will not be happy. ( Her e t h e VWdeuwd rotdkmo if angone hace d :

made Dr Sam aware the course was outdated and needed to be improved. We only know L
Stone made the changes, and Dr Sam reversed them. As members of management team, !
are required to make a d} Themssheosad todadd, Br S
grievance has been done; Dr Stone should have consulted Dr Sam before making an

changegd Anot her parYteisc i phaen th assg rgeoende: tibo f ar !

The Dean of the Quality sait We have procedures and pol
changesshould have been documented and gone through proper evaluation. In this case,
what needs to be done is to involve everyone involved in this case, including the students
Dr Stone, Dr Sam and academic staff teaching in this course, to go through theschange
and decide if it is beneficial, and to come out with an agreemenT hen anot her
stated that it depends on what things Dr
through a formal evaluation process as they not change the aim, obgaadigéructure of

the course. (At this stage, the simulation exercise become a group discussion, all participant
just expressing their views instead of acting in role). One participant concluded that this was
a classic result of the improvements notbeingne i n a systematic
and procedures to follow, and especially the Head of Department should be aware of it.

Professor Y (act ildognotikmow Dr&tore, bat gkaawrthat sisca hed :
came he has made lots of chande know Dr Sam, although | have not been involved in
any work with her. | believe she must have herreasans T h e n  OhStonessconal :

temporary contractistkd and it seemed as i f she was

A Simulation Group B

The participants did not play the exercise straight away, but instead they began by asking

guestions and started a g¢grWeulpl & ibsyc ucsosmpoanr
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the industry, the requirements for what his responsibilities were would havewréten

down, and they do not seem to have been here. Is this a systemic position of some universiti
because | suspect it may be, in my expereérit@® Anot her participan
an example of bad Itnsaanypicabnmmeangte. methet sbauild:y if

you | ead someone to believe that X is ne

Some participants then started questioning whether management intended or encouraged I
Stone to make ¢ hangeWhenh®beeame Acting Direatop, dichhte a
encompass all of the role responsibilities for these accountabilities required for that
Director to make sweeping changes as neetled{ | nf or mat i on was ¢
first supervisor: Dr Stone seemed to be uride impression he had been asked to improve

t he cour s e ahsdoursethddandt been updated fai over 20 years, and | know
that for a fact. It was a distandearning course that was taught out of boxes. He went
through the documents and rewied those materials, and they were very, very much out of

dateo

Another participant argued that Dr Stone was only quoting statistics on the impact of things
t hat he feels are important for exampl
studen satisfaction. However, it is unclear whether those are the measures that the
university would regard as necessary. In other words, Dr Stone emphasised the things h

believed were important to show management his impact is substantial.

Oneparticipantgr eed wi t h thi s apprdowgdod or bad De v e |
Stonebébs changes may be is not necessari.l

for doing this. The course materials being twenty years out of date could be the geason.

However, aother participant did not agree with his ideBhére's a case for arguing that

the materials needed to be changed. Whether they needed to be changed to what he chang
themtois anotherstoy. They bel i eved there shoatthad be

supervisory level.
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After this, participants started to role play the case. However, they had spent a long time
arguing about what can be changed without approval, what cannot, and what kind
procedures they should follow (formal or informal). Théo s er ver poi nt ed
behaviour provided an opportunity for management to reflect upon their whistleblowing

practices and what authorities mean. Things should be put through a proper process.

Professor Y saidil| 6 m concer ned oinghoabe goberafteGtheoendeof hiss
temporary thing. |l " ve got to continue wc
have done a good job up t o noTeRegigtrarthhén s o
said:A As Regi strar | 6ann &ctonsetr nedt t hat appdo
explained the business about this post being a temporary job that is presumably subject tc
somewhat different conditions, in that effectively anything that doesn't need to be improved
will need to be handed backttte permanent Director to do... 0

At 1.40 pm, the author asked the two groups to make their decisions and prepare to fee
back to all participants. After the simulation exercise, Group A and Group B presented their

final deci si ons atkout t he Dr Stoneds HR

A Grou@® Ainal decision was:

Starting from the senior management intention, which was to improve the course in
particular ways, Dr Stone had made the changes, and there were improvements made whic
had delivered some measurable outcomes. The rearayg intention was unclear, as
information had not been given in writing. Now the original academic member of staff, Dr
Sam, has come back, and all the improvements have removed. Therefore, top manageme
should make a decision from a strategic perspectiv Wweaare ndt in the place that we
wanted to beé we should not make arbitrar
(Dr Stone and DrSarm). The best thing to do woul d |
the two of them and say to Dr Safi:ook! We have an intention to improve this course.
You are the permanent member of staff and you need to have a discussion with Dr Stone t

understand which things you could take forward as improvendents.
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Therefore, the decision of Group A is that theigemanagement need to have a clear idea
what they want to do with the course, and what is their intention. If they did expect Dr Stone
to develop the course, than since Dr Sam has come back that management intention (t
improve the course) has changed.tBey should make a management decision, and then
start to facilitate communications between Dr Stone and Dr Sam, to decide what they want
to do with the course.

A Grou@® Binal decision was:

Group B suggested looking at all changes that Dr Stone md@éetimlly see whether or
not they were valid and whether they've
within a safe environment with all academic staff, including Dr Stone and Dr Sam, getting

away from the personality side of the disagreeimen

Another action will be to suspend the grievance procedure until a review of the changes tc
t he cour se htreughtaeually loakingraewhdt éontributions had been made
and where we are in terms of the quality of the course for the studésasthere will be
some healing f or "taidehenpfea grevaece was needed imtbederd,
senior management and HR will look at it and will also have some evidence of what actually
happened. Therefore, Group B started by separating theradity issues from the changes

to the course, suspending the grievance procedure until a review of the changes had bee

done.

A Observer's point view about the case

One observer sugge gaukelaoop lbamingu,n iivrestsd aay a fo

the personalities. If someone did things with good intentions, and he or she had oversteppe
the bounds, senior management should think about why. They need to think about what ir
the process, what in the system itself, allowed them to do so or gawdhibaempression

that they could overstep their bounds. Also, to think about what are their rules and
regulations in place to prevent this? In this case, even if Dr Stone's changes have bee
reversed, it i s wor t hwhetrektesae changes Wweveo/ddidiva t i

could employ a guy to collect the stuff
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and | mpr ov eThe pgnoeesscwl givesame dhortunity for reflection at all levels,
not only the department level and the coursevie | alb thé wayi up through
management é reflections of how they <can

because it will not be the first or last case | am suce

At 1:55pm after Group A, Group B and observers had presented their decidiomsase,

the actual resultsee Appendix &) were explained, and then the author asked participants
to think about Lodkatthe pasetsittiagfhere. magine yoar sataries ifi
you were in those real positions. Opportunity costs,ttfings you are not doing; because

you are doing this?0

Nearly all participants agreed that the expense of this would be high. One participant saic
in most situations when there is a problem, the emphasis will be on solving the problem anc
finding out the answer, or deciding what was right and what was wrong. The costs of this

process may attract less attention. Moreover, reputational damage was the most importar
point i1identified by the mrmaatonatal poasoflals. on

Reputation around you deals with staff, but there are also frankly the students on this course
and they do not know whether they are coming or they are@oing St udent sat
be influenced as well. Also, if it was senior management imtent improve the course,

Dr Stone made the changes, while Dr Sam reversed, and to top management what i
important? The cost will be that the course did not get improved, which may become an

even worse situation.

94 REFLECTI ONS ON THE SI MULATI ON EXI

This was the first time the author had done the simulation exercise. Despite significant help
from her first supervisor, there were problems that occurred during the simulation, which

had some influence on the analysis of the simulation at the later stage.

First, recording the simulation exeralsé& was recorded verbally only, for data
confidentiality purposes. That meant that although, in the run, each player was given a role

to act, at the analysis stage the author could only recognize them by thesr armicerhat
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they were saying, which was very difficult. If the image of the player had been recorded,
then it would have been much easier for the author to recognize their roles in the simulatior

exercise.

Second, the quality of the recorded material fritva simulation exercigeas the two
groups were conducting the simulation exercise simultaneously, despite being allocated tc
different sides of the room, some players were louder than others. This created a nois)
background, which made the transcriptiongess very difficult for the author, who was

trying to transcribe what each individual participant was saying.

Therefore, although the author used separate recorders to verbally record each grou
individually, the two groups were influencing each otimesome ways. However, it would

not have been practicable to record the whole simulation exercise visually. The author
would have had to carry the video recorder around the room, which could make the
participants feel stressful and behave differently. Tutha was also observing the whole
process and giving support by answering questions from the participants, which would have
made recording difficult. Also, there were two groups conducting the activity at the same
time. Although the author tried to becomeolved in each group effectively, observing two
groups at the same time remained a problem.

During the simulation exercise, participants from the different groups were asking questions
about the case, which made the author aware of the design prablémsimulations. For
instance, participants asked for the HR policy of the university, and for detail on
whistleblowing, which in the design stage the author did not include in the case material.
This was mainly for reasons of time limitatibrthe authothought if too much information

were provided, then participants would not have enough time for reading and sufficient time
to act. However, from observation of par
that if the HR policy and a detailechigtleblowing policy were provided. The participants
would spend a significant amount of time studying those documents. Furthermore, detailec
information that could influence participants in making their decisions should be included
in the case material,olwever, the author should change those documents slightly, making
them simple and easy to understand. This feedback will be considered by the author in orde

to improve simulation exercises in the future.

161



Another challenge the author was facing was tdrobthe process of simulation. It is hard

to control the whole process, especially when the author has no experience of doing
simulation. The author had to communicate with the participants effectively, giving support
and direction when things went wrongor instance, during the simulation exercise
sometimes the participants would switch from the simulation to group discussion, instead
of staying intheir role. Theauthor then had to change them back to the right mode.
Fortunately, with theauthob s fKiup®etr vi sor 0s hel p, t he s
successfully. But this experience made the author realize that she needed to improve he
communication skills, timenanagement skills, and problesolving skills, and most

importantly ensure the simulatiorezcise is well designed.

Although there were some problems that occurred during the simulation, and more at the
analysis stage, the author still believed that the simulation exercise was largely well
conducted. The two groups of participants made manegedecisions about the case that
were entirely different from the results of the actual case.

95 CONCLUSI ON

This simulation has been conducted efficiently. Although participants spent some time in
discussion instead of rej@aying, they still expressdteir views about the case. Clearly,
both simulation groupsodé6 decisions were d

some important points highlighted by the simulation exercise:

First, management needs to make the business decisions. Unlikedlstuzdy, both
groups solving this HR crisis started from the organizational point view. They focused
more on what was good for the organization, rather than on deciding who was right or

wrong. Therefore, their decisions are more strategic.

Second,oulpst coqarf i rmed the 1 mportance of f
the organizati on, especially when deal in
hi ghlighted the i mportance of doing thin

actual case, in which the HR department
process. When processes are-foomalf obbbwe
i nterventions influence the outcomes.
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Third, both groups believed that reputational dgmwould be the biggest cost if this HR
risk were mishandled. They believed that the business decisions should be made-in a cos

effective way.

Last, but not least, from this simulation the participants experienced a real HR crisis, through
participation, simulation, learning from acting, and observing other people. This experience
improved their knowledge of HR risk, and may change their attitude or influence their works
in practice. Therefore, the author believes that the simulation exercise cad bettasaing

HR professionals and management in dealing with HR crises, and can be regarded as a mo
costeffective training method. HR professionals and managers gain experiences from
participating in the simulation, and learn from observations and&es&drom their team
members. Through discussion and debrief, they reflect what they have learned in the
simulation. Through simulation they obtain new knowledge and build up new skills, and
strategies to solve problems. When they come to experiencerssituiations in real life,

they can then apply what they have learned through simulation into practice.

In summary, in this chapter the author has brief reviewed the theory of simulation and
explained the reasons for conducting simulation as part afethesirch. This was followed

by detailed explanation of the design of the simulation exercise, conduct of the simulation,
and critical reflection on the process of simulation. The author also briefly compared the
simulation results with the outcomes of #eual case. In the next chapter, the author will
discuss and analyze all the findings of the interview, case study, and simulation according

to the aim and objectives of this study.
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CHAPTER TEN: DI SCUSSI ON AND
FI NDI NG

10.11 NTRODUCTI! ON

Il mhis chaptwirl, | tdyentalueshiosre and anal yse t
studies and simulation exercises throug

|l iterature review of risk management, HR

102DISCUSSI ON OF PRI MARY FI NDI NGS

10.211 NTERVI EW FI NDI NGS

I n this thesis, i nterviews were designec

guestions:

1. What 1is the wunrdeelrastteadn driinsgk off o rHRHR pr of e
2. How eaalreet eHR rceksembhgged organisati or
3. What are the problems and chall enges
4 . How can the process of managing HR r
A In terms of understanding HR risk mana

According to Peetleartseodn r(i2sOk0s5)ar eHR egar ded
such asptotay dfusdayess as personnel manag
devel opment . Most of the |literature on H
produces bbngi bkstthat HR practitioners |
For exampl e, -TiMamnina ( 2008 )A l-rseulnantaerd s reids kHsR
i nt egr tctoyn,f i dkeinicles | evslt rraghsasf g e urhd n & goe mealn tu
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and emteiton cost, olskolléds mgncei naud t miea l
I mpacting operations and ageing profile.

The interview results showed, t o some

professionals. The f ol lionwitnhge rmasjko rairteya so fi
and reputation, empl oyment engagement ¢
|l egi sl ative and regulatory compliance, r
and pensions, perfor mamae haemd tab saenmdc es améa
the CIPD (2006) I i st o-Th&mRi 'rd skisst ,antdh &

showed interviewees understood HR risks

n addition, there are some bsyi gnrief ii maretr v
such as fairness, |l aw and compliance, p C

i sks.

-~

A I n terms of managing human resource ri

HR risk management | itermntaske Shygpgegh st r
For example, Erven (2004) suggests that F
variety of reRrfuunaneinans training and deve

rewar d, and discipline. The intar wiagwet e
policies and procedures covering al most

managed by following the policies and pr
A In terms of difficulties and challenge

I nterview resulyschaldliemage HRepmpadtmatri on

|l egi sl ation and | aw. This chall enge i s n
manager s, uni on staff, even empl oyees. T
| ack knowl ebdgei oh &ahdr dllegt savi t hs HKR wi t ho

depart ment .

As Purcell et al . (2003) suggest, the in
peopl e manageménner mhesgefsfcant be | mpac
stol ars as Ulrich (1997), Wil kinson (200
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that although the i mportance of the HR f

has |l ong been established, the i ntteroacetris
and | ine manager s. Line managers nor mal |
flexibility in managing people; however,
and it I's i mportant for HR twomec mam@adieh:e
(Marchi gtlkn n&on 2005, Pfeffer 2005) . L

i ndi vipd u andrseislpyonsi bl e for HR within the o
traditional risk managememakedeabnngoiwvi mi
Any discussion of ri sk management and et
1997).

Furthermore, the complexities of HR situ
ri sks. HR risks aoehentirseky, dasfpeeptef

at the same time, play a vital role in mi
totally the same. The complexities and n
managers tafd HR s<hoose suitable policie
Ssituations. At the same time, it will te
dealing with particular HR problems. The
skl'l's required for effectively managing
motivation, conflictHambhhgg2emeédt and eval
The next challenge in managing HR risk s

and pro.ceBecaus-eelmotseéd HR sks start from

managers do not follow the policies and
Brammertz et al. (2009) argue that invest
andmmloi ance may produce more risk. He be
business risk, may become an i mportant s
consistently i mplemented.

However, union staff belriiesvkes tlhaec kpirnogc eisns

communication between different depart me
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I n order to manage HR risks systematicall
people, especialltylvomipplraa@aetcomjflIldieat i hgr

Ot her difficulties that have been report
managers; trust and openness between | in
management. Al sos resbarme bfmttmeéeiand f

i n managing peopl e.

A In terms of how to improve the process

I nterview results indicate, first, it i s

to ensurle ctilreesseanmplo procedures are simple

Il mportant to ensure |ine managers and em
apply them when there is a problem. As W
ma&kr s does not end with publication of th
to the notice of, and made comprehensi bl

the first condition is thatultéde targerteg
to be wilalbilegta@ancomp)y (Brammertz 2010

Second, it is important to equip |line ma
HR ri sks. I n order to ensure | ine amanage
i's essential. Training should adequately
effectively, with the right skills and ¢c¢
Third, it is important to increase time a
ot her werprsgadtoi be in terms of risk mana
Fourth, to be flexible and have common s

di fferent from ot hetrheyy paerse ormhorbeu sd mmslse X
shadulunderstand the advantages and disad
dealing with HR risks. Al t hough i1t depe
interview results and |iterature r efvricenws
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the infor mal process. HR professional s ¢

communi cation. However, the abilities an
i nformal process; it is esseenst itad stool veen sti
informally with trust and fairness. As

structures are more flexible than for mal

require a higher | evel onienstk.i | Ho ramadl iesxepde
mor e -ctoinseumi ng, and involve more peopl e,
some situations. Some people believe that
or -honmal struct urries ktso idse atlh ewipteho pHR wh o

di fference.

The interview results also highlighted s
such as the roles of HR and wunions. Both
duramgHR cri si s. It is vital for HR staf
empl oyee and employer, build a communi ca
support to both parties. However, rhegde

skills and experiences. HR professionals

~—+

hey know the cost of HR risk can be ver

S not be calculated dA{nnanaicadceas td pma

-

eputation, | oss of opportunities, influ

10.2.2VI CKY BATTLE AND SEASI DE CITY C(

Al l HR staff and | ine managers tried to °
found to be too gener al to cover speci f
chall enged in choosing the most esrutiaiarbllye,

i's an exampmpl ndnogewith rules and proce

regul ations may reduce the practitioner

situations, the practitionerss a orokl eatt htar
particular situation. The main probl em i
the rules or procedures. Also, the rul es

sufficiently clearjtiwbnehswtbl mhkavéehehe
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reduce the abilities of the practitioner
Practitioners become iIincreasingly depend

or proceduresem.o solve the probl

I n Vicky's case, the HR department coul d
was very complicated. As they did not w;
empl oyed an independent i nvestgdigwd otrhdam e
about Vicky's <case. Clearly, i f the HR g
much, it wil!/ reduce the HR department's

i n dealing wit®ROHR)r.i sks (Jackman

Mor eotvheer HR department was dealing with
process from the beginning; they did not
i ndicates that as soon as a for mal pr oc:
worse. It wi || reqguire more time to sol\

changing the culture within the HR depar

they need to |isten and understand probl
I n Vicky's <case, the influence of HR sy
considered inefficient. The organisation
cost s, but al so ot her expenses,| dddrmagas
opportunity | oss, and employee moral e. I
way, it might reduce the damage and mini
in this case, the strategiean fcom pmama @i r
strategy. The HR department Or managemer
consi der t hef fciacsieentn vaay.osltn this | ocal &
a small wor kpl ace conf lecctti veen do rw aisi edsdkg nc
management processes. I f HR, or in fact

benef it of hindsight, they may draw the

i ncident just wusinge chbhenmemonmerasef wioai @n tt
i ndividual Vicky Battle only wanted an a
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I n

Vicky's ~case, the risks were not i de

awareness withinHRhdepagamestatshbhoul @Thbav

ri sks earlier, as Vicky and her |l ine man

| o

ng

ti me. Also, although Vicky had been

probl ems happanaedemdédiRt amel imnkved t he &mai |

capability. This will <challenge t h#@& irgehas
peo@loe do the right job, and providing t|
and ability.

Mooe@er, some interesting interim conclus
First, the HR manager interviewed believ
than two years and to employ a fimgn 40 k.
The HR manager thought this to be a mor
means HR departments or managers, inftihi
similar situation should hapypen again, t
Second, despite this course of action th
provided with a satisfactory reference.
person would not know their empladympertd
approach, then many problem employees wo
excellent references.

Third, it should be considered that a col
on this case t(ifmaeapanai bl oandhsthfwvas paid
public money for essential services is b
an inefficient way of wusing budget s.
Fourt h, wha't i's the ihnow ueme wlid wt heehye st |
performance and management in the contex
these incidents do not pass without comm
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wi | | be i nfl uentcheads e ya rseu otha setvsd nttkatc ud rte t
they are nevertheless real

1023DR STONETHRNDNI VERSI TY OF MI DDLE |

A University (Mr Smith) ref udsdosureof Dr St

After Dr Stone had whistleblowing, Mr Smith looked at the issues that Dr Stone had raised
and concluded that these issues did not warrant investigation under the whistleblowing
policy. Theauthorbelieves that it would have been beneficial to look at tagenin depth,
whether or not the issues were eligible for review under the whistleblowing policy of the

University of Middle England. (For detail of the policy, see Appendix 8

Mr Smith insisted that Dr Stonedwithogndencer
the Univer sityod dvrPmith replied to DreStomer ocedur e .

AThe concerns that you have raised wil
Policy as a result ofi) some of the issues already being addressed under
anotherprocedure and (ii) the issues not being deemed to fall within dbepe

of matters to be dealt with unddratP o | i theyigsues you have raisdd not
appear to fall within the meaning of a protected disclogasedefined in legislation

and in the Whistleblowm Policy).In particular, the matters you have raisednnot

be said to amount to a disclosure of information relating to any of the issues listed in
the relevant legislation and tiolicy. Instead, as | have indicatetihe matters you

refer to, to be m@ appropriately dealt with under the University's grievance
pr oc e dSeeApendix8 - D)

According to the whistleblowing policy of the university:

AThe policy is designed to allow staff
concerns or to disose information which is believed to show malpractice
/wrongdoing; and to do so at a high level. The policy is intended to cover concerns
which are in the public interest and may (at least initially) be investigated separately,
although this may subgaently lead to the invocation of such other procedures. A

di sclosure can related to an issue that
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The whi st | ebl designeddgo alppw siaff ansl gtheli neemliers of the university

toraiseconcera or to disclose informationDwhic
Stone believed that the way in which his changes had been reversed did amount tc
malpractice. The fact that local management did not instantly support him may arguably

also amount to gorm of malpractice, given what was at stake for the university

Dr Stone argued that the issues related to him personally are best taken forward as
grievance. However, it had never been Dr

the grievanceolicy. The primary issue that Dr Stone had raised was in relation to academic
quality. Dr Stone had used the whistleblowing process to raise serious concerns abou
academic quality, and risk to retention and reputation, liabilities that the university was
exposed to around the MSc course. Dr Sto
raising legitimate and serious issues at both local and the most senior levels of the institutior
Therefore, the issues should have been taken forward under thiebibvging policy.

Mr Smith refused Dr St ofiwhldstiebloming mracedsrd coulda n d

not be used to consider issues already under investigation through another process

Dr Stone argued that his whistleblowing actions are covereldebyhistleblowing policy

of the university, because he is not seekingpeconsi derati on of an
already been addressed under separate harassment, complaints or disciplinary
p r o c e dHedid sobbelieve that there had been harassment, complaint or disciplinary
process involved. What he had done was merely to raise an issue to local management abo
academic quality. His whistleblowing was to remind top management about the unfairness

of attempts to blame him for having drawn attention to a-stagding problem.

Therefore, Dr Stone had whistleblown to Mr Smith. Mr Smith then needed to notify the VC,
who would notify the Chair of the Council. Investigation is then undertaken by an
independent person. Dr Stone believed tWatSmith could not simply put aside the issues
he had raised. Mr Smith said:

AUnder the Whistleblowing Policy, as t
for determining the form of then v e s t i g a tassepwhetlgef your @mcgrns are
dealt with under the Whistleblowing Policy or under the grievance procedure, the

matters raised would still need to be investigated in the same way
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Dr St one bthdissees Radng beeraraisediunder the whistahg policyi

these serious concerns have to be investigated through that policy. There is no suggestio
in that policy that matters referred to you under it can be diverted into some other route for
anyreasoo Dr St oneds i ssue thealMSc eobrseurisk rdtehtien agdu a |
potential reputation damage, and these are not suitable to be dealt with under a grievanc
procedure. Grievance procedures relate to HR addressing issues between staff abo

harassment, bullying and the like.

Whetheron ot Dr St oneds concerns were handl ec
the grievance procedure, an investigation would need to be conducted. However, the focu:
of the investigation would totally differ depending on the policy that was applielde If t
whistleblowing policy is used, then the investigation will focus on academic qualkyo
retention and reputation, liabilities that the university is exposed to with respect to the MSc
course; under the grievance procedure, however, the investigatll be on the
conflicts/harassment/complaints between Dr Stone, Dr Sam, Mrs Porter and other staft

involved.

I n addition, the universityos whistleblo
likely that it was not suitable for Mr Smith to uses policy to refuse the issues Dr Stone

had raised. Dr Stone questioned the policy, and Mr Smith responded:

The whistleblowing policy sets out the process by which the designated person will
handle the disclosure. This begins with ordering an investigad scope a prima facie

case for formal investigation, notifying the VC and chair of court.

However, in Dr Stoneds <case, after his
about those matters; the management decided that the issues Dr Stdrdidaisé qualify

to be handled under the whistleblowing policy of the University of Middle England. In this
case, the university had no choice but to follow the policy (but decided it would not follow
it); the HR department technically owned the poliayt Wwhether it was triggered (or not)
was in the hands of nddR people. This is not an HR problem, but it is certainly a problem
for HR.

This caused the author to question the policy and procedure produced by managemen
Management had designed the polad procedure for dealing with a specific problem;

when an individual employee tries to invoke the policy, management have the right to decide
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whet her or not the policy is applicabl e
person who designetie policy was able to decide not follow the process outlined by the
policy. It seems likely that even when the policy and procedures are produced, individual
employees are not protected, as the management can decide what to do with the policy ar
procedue, and remain the people with the final right to make decide on applicability of the

policy and procedure.

The aut hor beli eves t hat Dr Stoneod:
fimalpractice/wrongdoing, and needed attentionrSione a |
raised relate to the quality of the MSc course. From the very beginning, what Dr Stone
required was a management decision on the changes he had made to improve the MS
course. However, the informal investigation regarded the issue as grievanctheand
emphasis of the investigation was about
uni versityodés whistleblowing policy to al
Mr Smith refused, even though the issues demonstrated malpractice and wrongading

were in the public (university, employee, student and stakeholders) interest.

Therefore, thauthorbelieves that the requirement of Dr Stone to deal with his issues under
the whistleblowing policy are just, and should be accepted by the managamgns in
the public interest. The reasons why Mr

considering in depth.

A Anal ysi ssDcaSetone

I n Dr&sStase study, the HR department ar
procedure hgr Din$éesnhefgaticompl aints. Al so
attention to -IDirowstnogn,e’' asr gwhiinsgt | teh a't it ra
procedures. Dr Stone was, therefore, disi
that HR dfiadl InoOw their procedures, even t

Stone argued that neither the HR departmnmn

handled his complaints in accordance wit

The HR department handled this by follow

rat her t hamwtnhe rwraigtrteeerd policy. As a r e:¢
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study, the employee is not dpruommtfeadtr
rding to Brammertz et al. (2009) , t o
|l iance in order to prevent risk, may
ce business risks mayi bbeictosneowan si g@ap
ot be consistently i mplemented. Beca
ess for handling any problem, withot
find that they arned rhoatv ep rnoot ecotweed htyo

HR department Sshould have a <clear u
ging HR risk. HR systems shoul d- wor
ni sati onal systems; dd hpsofwaddi omrmad bl
ni sation strategically, at t he same
ni sation. The HR department shoul d
ations. I n this casetseht WRtHepaet m
ead of being neutral. They did not p
a business decision. Management al s
er than adoptTihneg HR denppaarrttmeant swaasn cue:
gement to enforce management will, [
in the interests of t liter oourbgbaemimsnzety ic @
t he puirmg stehe fi mpatoittewctti on; however,
ome extent. The course reversed bac!

ni sation, and existing soxadtfi afoa atlieor

asmaGi oaputation. Therefore, the positi

nfl uenced by other factors such as

ucture, and cul ture. I n this casbéy nb

r
t

owing HR policy; the HR department,

did not act fairly or supportively.

e are some other factors that may af

membensoonf mahagesment team who knew

efitsdagofr e@ronSntecnmdeed changes. However,

ody wanted to involve themselves 1in

tors heflsuegmna@itng@nt in Dr Stone's case:
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rel ationships; power rel ations; manageme

culture; the wvalues/ bel dceofnsmiafmeinrt di viod uta
Theaee qualitative factors that are dif
formali sed policies. Where policies are

the organisation may prevail, regantll e s
actually suitable for the organisation.

was influenced by many of these qualita
considered in the literatureiewlsesulthtbher
factors were identified by HR profession
At the end of interview, Dr Stone said i
they did not I|ike the changes flog mead conad
he would have accepted this decision and
results were about his personality, whic
Al s o, senior managers gheftihegd htaw es sErnr tt
changes Dr Stone has made; all of these

that management should the make the deci

I n Dr&sStase, t heoret umarted eso popwi ded f or
communicate from the time the conflict s
have opportunities to exchange ideas abc

management hade aicthkpomwtl @rdge doft hcommuni cat i

the situation differently, and the probl

| o-lwe v el

I n terms of cost, Dr Stone was employed
Samefused or was wunwilling to accept the
had made were exhausted. When Dr Stone ¢
matter to a tribunal, the case legpsatred ffoa

tribunal case, paying about A10, 000 for
case in the end, the cost of processing
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was | i sted above; t heretarsehosud e bet lcern s«
such as dam@a@é¢ itsd attudent s nfl uence on st

As with Vicky's case, HR staff or manage.]
beginning of Dr St DneSamempbdopment woAKki n
|l ong time, HR or senior management shoul
returned, and should have warned Dr Stor
consult with Dr hSammabdeef arhee, coiranwgheen , | f tF
management had been proactive with this
the conflict happened, this HR risk wou
Therefore, t hkeraewairse nae snse eadn do fr irsiks i dent i f

10.24S1 MULATI ON EXERCI SE

One function of simulation is education.
types of real world scenarios, and conse:!
probl ems, methods or strategi eshd osidmuall a
exercise used in this thesis provides HR
manage risk in practice.

Simul ation e&®emdeicssi Gmnoup Ahat the seni
idea what t heye wanmurhshedb de whehrt hntentio
Stone to develop the course after Dr San
i mprove the course) has been changed. So
t hen st ar tcotnomufna ccialtiitoant eb et ween Dr Stone

want to do with the course.

Simul ation exercise Group B suggested 1o
tbactually see whether or doet atcheulpdivped Vv

of i mprovidg wtihéiaqual istaf e environment of
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and Dr Sam. They dcenégarctd BahgumensonAhdc
suspending the grievance pcrhoacnegdeusr et huantt 01
made. Therefore, Group B starts by separ

suspending the grievance procedure until

Both decisions represented mkrse terfafni onmhert
happened in Dr Stone's case. I n the real
deci sion about the changes he had made;
di smissed him for misconducimpatThi $ oHRhfa
First, the cost of this HR risk i4dimiaqlc,i
damageputational, opportunity | oss, st a
because this HR ricslenway,nothemahagedt et
f

ailure.

The simul ation exercise results showed t
the beginning, and had identified and ma
real pr abhleeym swagsg;e st ed buil ding communi ca
enabling them to talk, to share ideas. )
actually made a decision and indicated w
Both groups highlafghfteldl otvhien gi ntphoer t maliciec i
organi sati on, especially when dealing wj
emphasised the i mportancewhifchoiis1gditfhfi en
actual case, Iinomwhictdi smessi&ddPpaBtone w
process. Frequently, when procdosenmalaselr
and interventions influence the outcome

I't should be noticegdluechaftadtuworn s1gas hpeiss onn
and organisational culture had some i nfl
Some pl ayer $Drc oSinoennet eids o n toe Mpho ISamy hamp
working within tihmeihnstdealimmg wWwiotrh | tome

those factors had more influence on the
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Simul ation provides players with an exce

work (Ulrich, 1998) . I ndpadti thpapiageras
simulation, and | earning from observatio
compl eted the entire experiential | earn
knowl edge, skills andcettsimideas. sWhemtil
can apply what they have | earned to prac
management, individual competencies, kno

enhanced t hr ougihnisn gnud xaeri coins easn.d tr a

Therefore, simulation could be used as a
to teach practitioeénsetowi shksmahRgei BRS
ri sks withintthlkeky @amrgamios &t cemmpd rex atntde m te
HR risks cannot be done by just foll owi
practitioners to be proactive in a systel
simulation method coultdoberasedHBYypmaaotcg

them with the right knowdfefdget i w&kiwdyy. an

103 THE HUMAN FACTORS MANAGEMENT ASS
FRAMEWORK ANALYSI S

I n this section, t he aunhtehoDr wdtlolneanGalsyesi
Battle Case Study Using the Human Factor ¢

framework was explained in Chapter 4)

The HR risk assessment framework provio
devel opiamgi amgd HRI ri sk management acti ons
is useful for determining the | evel of H
human factor management assessment risk

assessiimmpgl emalnt i ng HR ri sk management .
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Source: Mayer et al., (2011) adapted from the European Foundation for Quality Management (1999)
EFQM Excellence Model.

The building blocks to the |l eft of the f

i n mrtde make HR ri sk management wor k. |t
the far | eft of the framework. Here senic
take responsibility for human factlbe HRS:
executive |l ead by |l ocating HR risks mana
i ntroduces human factor ri sk | eadership
ownership is critical here.

I n Vicky's casdagylhaek etse atdh eo fr elsBbonsi bi | it

| eader ship.

I n DréStase, t hieMrbeadBrafweldRresponsi bil it
risk | eadership

The next building block shows the I mport
manaqdmd r amewor k. People contribute to r
managed proactively, people play a signif

I n Vi ckiyg & e@rteefseer,s t o Vi cky BatNrl.e,WoMrd (L\i

|l ine manager), Emma, Mi ss Hol |l vy, et c.
I n Dr & Stcdpseeoprieef er s t o Dr St one, Dr Sam,
academic staff, et c.
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I n order to manage risk, it 1 s necessary

institutionalise HR risk in the company

iHuman factor ri sk epelriscy oandestHRatpeody ci
Dr S oonase and Vicky's case.

Next, the organisation needsageamdmte,r stha tph
and external t o it Internall vy, the or
departments to manage risk (such as bet we
need a variety of partngeetshilpe wi ght Kiewyf
support to manage HR risk. I n both <case

department within the organisations, or

Human factor risk processes tarmues att tthe «

the processes and practices the organisa

Both inGDrcaStomedh¥mahyfactaseri skocmanhag
refer to the organisationalnedl states 8a

management Pprocess.

Once an organisation has developed all t
framework), it is ready to deal with risl
to handl er humak (mexb building block).

I n V& c&ki@uenan f act odr erfiesrks htaon dlhiengr ocess
use in dealing with Vicky's complaints.
driver, Mr. Locks, dha&n HRndeptairgateindtncoBe
wer e-tleomg and ongoing, (other people had
had complained about her | ine manager a
became compl ex. gHRneannd csoeunidornomanfa nd suli
to follow up Vicky's compl aints, so they
paid A40,000 for this to help them to c
However, ViwkyhditbBageredrnaporhyestesght DI
2007 griewaacktisonHRas to stop the capabi

with grievance. This process | asted more

I n Dr Stiltonmarc afsaeag h d bri enfgesrks ht o t he pr oces:
HR used to ddsalcowplhaiDrt sS.t one
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Stone made his compl aint about Dr Sa
dition. HR and management react itome w:
ul t of the investigation did not cov
hasi se Dr Stone' s peerwhhbnisadWwery.p dlri cSyt o

agement about the matter. -Mhowgemmdoho
accepted, even if 1t followed univers
n, the final party of the framewor k I

st bl ock)

Vicky's case, the results were telrat o\i
took the council to employment tri bu
h Vicky before the case had gone to t

gave her an excellent reference.

HR risk managiemleynts oua € ® nheoswfeddR r ¥ a it |h
artment regard it differently, the in
nk it is a failure. This HR failure cc

ut at i onapp odratmangiet ya nldo sos .

DrsStase, the results were that he was:c
Stone brought the wuniversity to tribu
agement outcome forf @Dirl Bt ®.neAx aBre S$tsor
tribunal, even though the university
s case has been badly handled, it wou

ording to tlhgememan afssaetsememdanrr i sk fr
rning processes |ink through all the
mewor k can be regarded as an evaluat

roving 1it.

182



I n Visckcyase, the HR manager did not think

believe they followed the policy and pr
autthhas doubts about this opinion, for se
First, neither management nor HR had ant

Vicky having a bad relationship with her

guestioning her capability. H R hoors em apnr aogbel
as risks for the future, and should have
Second, when Vicky compl ained of Mr. Loc

HR did not solve the problem by wusiimpgl yc c

tried to find a suitable procedure, thus
Third, nNo businespayiecgstbe wasemaal i n
suitable policy -e°wlasecteirvaitmé yi miodona cost
Forut h, they obviously did not | earn from

ri sk management process.

I n Dré& Stane, one member of staff from th

Stone's new employer toDrwaStnoneh,e m fttoerp aD

their university and had | ost the case &
failure either. HR asn dc arsaen adgiednemad t i ma g
focussing the 1 nvpeesrtsiognaatliiotny.o nDrDrS tSotnoen eo' n
decide if his changes to the course wer
business judgement, then the situation w
the role of HRd hlay maeagemdntuencegani sat
possibly simply the prejudices of the He
ot seem to be working in the interests

Anal ysi s Gf ahrd Sftiacrkegy' s scdsasnewasti khhgi ndi
professionals should change their attitu
from other types of risk, and more comp
professionals shoul d the sfulcehx irblse&k swh e rh edye

solutions from existing policies or proc
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professionals should consider an inform

probl ems are amdodrhc ccwrmmuinng ad i on bet we.

Most i mportantly, HR professionals shoul
be aware their role may be influenced by
professionaflasi rs haonudl dn ebuet r al , and support

deci si onef fienc tai weo sway.

After applying the risk msaredsYheakayutshare
noticed that this framework woul dcelsesl| po f

managing the HR risks into sever al sStep:s
t hrough. Hawelwemnu)| dt megue that such add
organi sational structure and power shoul

104THERI SK MANAGEMENT FRAMEWORK ANAL

In risk management l'iteratur e, there ai
frameworks or models that could be sel ect
most theorists wosl df ahgwecbompt exragdr @b
facing, there are only four posrseidbulcee,aptpr
retBomodzicz 1997).

l ndeed, Dr Stone's <case, HR risks coul d
hamdade a c¢cl ear business decisi on, and wa
when Dr Sam returned. I n Vicky's case, t

the HR department had seen at an atfl mi gl
cause problems, and if the HR depart ment

|l i stened what the matter was, and encour

According to McCoOiLtpcRi akdm&hagamét fra
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~ 1. Risk

4. Risk identification
reporting and
assessment

[ § ! |

2. Risk
measurement
3. Risk control and
~ monitoring
Source: Mc @ordmaSchke,e nR. A. (2013). Operational Ri sk

Management in Financi6®dlo8lé6nsti tutions. 6(4), pp.

Avi cky 8BaGad e

In the risk identification and assessmen
identcbpfthics as something that wild!/ bec
I f the HR professionals or management ha
about Vicky by other empl oyees, and eoaf V
stage, they could have put the right str
into situations. Al so, they did not not.i
ri sk to the institution, RBRsptbabkl &R. polic

I n the risk measurement and monitoring s

the risk at an early stage, ri sk measur
forecast the potenti al damagenoHRconsei é:
damage or cost of this HR risk to the o
proceven after the external i nvestigati o
capability issue, theyy wRBatet Ise¢ i-\We avuen aviil tel
pay, and even after she came back to wor
a t-deageweek on full pay.

I n the risk control stage, the HR depat
organakapobncies and procedures. Having
to an external i nvestigator. When Vicky ¢
department strictly applied HR peolriicsikess
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agreed, for example: Vicky would not see
Wood; Vicky would have trade union repre:
t he-arviegslkse culture, and higrwirthya fbewab

sticking to the policies and procedur es,

I n the risk reporting stage, the HR prof
l earn from this HR failureghfThekhi bg) i and
this HR fail urenfdwasf itchuddt h\e yepkiayd yweaesb eal i e v ¢
hey had dealt with Vicky would also sen

~—+

get what they want THe tthR yprdomf evdhaaito walck y
not evaluate their met hod of deal ing wi
experience.

ADr SGBomase

In the risk identification and assessme
managdmemtt i fied the risk. They did not t
Sam return. As Dr Sam had worked at the |
should have had a gener al idea about her
asked Dr Stone to make changes to the ¢
management should have anticipated the r

to assess the risks that might arise, an

In the risk measur ement and monitoring

capture existing or anticipated risks. I

not manage this risk at all .atlemr fsa atg,e st,he
beginning by investigating the personali:
in an effort to avoid trouble, not build

Dr Sam to sol vmaltlhe. problem infor
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I n rtihek reporting stage they did not =eva

everything happened; i nstead, they inves
tribunal; then, even though t hey wnoinv e rhsei
was ignored by them, as well as other <co

105FACTORS THAT CAUSED HR FAI LURES |

There are significant factors thaté haase

and i cckays e .

I n Viccaksye',s t he HR failure starts from tF
policies to Vicky's complaints. The fact
with the HRhanofiesgi dRand sgskisngti enlei srs®e ;0

|l ack of the right abilities and skills b
sense; lack of communication; and a cul't
I n DrsStaese, the HR failure starts-ddbwom
pols carrd procedures in their investigati
were individual commi t ment to the organi
the abilities or skills of HR prefekaclh:!
communicati on, |l ack of the awareness of
conflict situation, and failure by manag

106SOME KEY POI NTS FROM THE ANALYSI S

A Organisationhkilercaddchy ei mmlduence the mar

Some schol ars armppkeert hhast |tikeel dye ctios iboen af f
he or she operates. Orgafinl s mmat enalndCulrt
organi zationsedevkebaogl anguaotl pbople, or
of t he odlgnanoitzhaetri omor ds, ciitlhteu rwea yc avie e rt
hed.e Thus, organi sational precepts, val ue
way paeoapl e ese and handle dRiIfdgeard tl1 9% uat |
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I n Dr Stone' s case, one i mportant reasdc

management . Therefore, evefihhe fr HIRDb tplr ioth iie e
et hi cs, speansdo nsaelniitoire management can just
force of HR. I n order to effectively ma
departments should be neutral, open and
see ttohastome extent the response and deci ¢
such factors as organisational cul tural,
follow the rules and procedures intddaltbp
the matter by creating NEW rules or proc
case, the role of HR was not neutral, f
creating more risks.

An efficient crisis managemprtr at eadeérxm
unconstrained by the slavish following o
& Van Haperen, 2003) . However, di fferent
di fferent responses nt obbuS@RII.crlalte cempl dy e
are more |ikely to conform and be risk
(Borins, 2002).

In Vicky Battle's case, the HR departmen
creativheyewiwans &an HR crisis. l nstead, t
foll owing organisational SOPs. This coul i
bureaucracy, et c. However, the main pro

i nXillel e response produced more risks to
t hey were doing f®shecarsieghti ft HHRn ch.a dl i a\iecdk )
sense, i nstead of complying striavéybaeae
avoided. What Vicky wanted from the begi
Lockisn the view of the authobbebaveasonw
acceptable and offended Vicky Baptbe] iitly
in doing her job, he could have compl ai
threatening Vicky amounted to workpl ace

Ri chm@onfd nal report it was derasememnthadr t
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Some scholars suggest that in al/l organi
engeiwloerrk awbendt he organisation's rul es
cause issues around aweaiyl abKiilnigt,y 200f0 2t)i. m
should be flexible and support fimaeagemegn
rubemsot strictly follow the for mal proce
have paid more attoerntdamagteo otfh et hiinsf | HIRR nf
management in making a business déscicsa soen
fibreaki ngwadheusetleBy management to influe
becamef Iteckowhli eh d enhtdeme unable give stra

management .

Therefore, &Gboarmd DVYi cktyonse cases indicate
hierarchy and rules wil/l have particul ar
or gani sraetcieopntasl, pvral ues, structure, hierar

anal yse and handle difficult situations.

A Organi stedudlothsl sarn from their mistakes.

Organi sational i somor phi s fs pckeiesdass tugpr whr €c
same or similar reasons then it may al so
takes place foll owing such eQ@oasequently,afove | d

better understand those processes of reporting back and learningyiterentually be

possible to design procedures and structures that will assist organisational learning and
reduce furtherlosséeg T &fRteynol ds, 1999, p.54). In ot
pl ace repeatedly because people do not |

di sasters through an isomorphic | earning

As has been di scussedanins atthieo nlailt elreaatrunrien
occurring on at | east three different I

specific |l earning refers to an individua
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|l essons from t hbaed seaviedhtt.o Tép il ynitgdhtt he U
and Seaside City Council l earning from t
that neither organisation thinks they ha
| ear n fr oam ltuhreeisr. HR f

| somorphic | earning applies to more uni
anal ysis of the factors surrounding spec
this research, the authorsthamsditnmg eaf tHWR e
and union staff about HR ri sk management
studi ed, and the reasons and probl ems of
organi sations, especi alelayr n nf rtohne tphueb Iriecs u
Finally, iconic | earning refers to the p
|l earning event in itself for those who a
anal ysi s of case studi es and shooagls
management should be aware of the requir
organi sation |l earns from its own experie
A Policies and procedures

I n aawedrsske cul tur et, ttrhieesHR od eppraervtemetn any
ensuring HR policies or procedures are a
order to avoid this situation happening
Regul ationsoalFetasédxasa par obl em; the out
produced. Dramatic regul atory failures t
assessment of the wunderlying reason- for
regul atbiadn aisseugnsd echraevomg t oo many rul es o
flexibility in managing HR ri sk. Most i m
situations, cannot guarantee I mplementat
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Bammertz et al. (2009) suggest the curre
much effort I n consultation, writing ru
however, those may increase risk. eMlourreeosv

causes HR or management to give up oppor

do not have the right skills or are un
Regul ation is designed to reducaetbuesoiumes
risk on its own, especially when it cann
or |line managers create a new process f

documented policy, employeesy malye fpaoldi ¢ ¥\
no power to defend themsel ves. HR or mar
mu c h, and | ose their ability to make de:t

fanswer esilasndookare not wid |ldsaolguttioo wso rtko «

A Line manalgerisn managing HR ri sk

As Chapman and Ward (1997) suggest, managers in all positions in all kinds businesses ca
make a significant personal contribution to effective risk management within their spheres
of responsibility by increasing their sense of awareness of risks within their areas, combinec
with sound advice and guidance from HR management on how to manage thegdesks.
control of many risks requires effective leadership from local line managees. Th
responsibility for risks must be taken at a variety of levels, perhaps with the use of a pyramid
structure of risk ownershigPurcell et al., 2003; Milsome, 2006; Jacobs, 2013).

HR responsibilities become deceamtirsaltiisoend
accompanying risk management activities
increasingly the individuals with primar

HR strategies are conductedomlye |wme mam

empl oyees on a daily basis. Moreover, mos
conflict. Therefore, it i s crucial that
the ability to handl|l eawaeemssThhaytanheuyl dd
early stage. Il n addition, HR and | ine ma
't is i mportant to ensure | ine manamfelrisc

situations.
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A The role ofntHRi Wlempamdgneng HR ri sk

HR should be fair, open and honest when

bal ance between the employer and empl oye

i's also important not st,o sbuec hi nafsl upeonweerd at
cul ture. | f HR want to show their value
to be aware of interference from other f

A A systematic way

| f HR risk can be handl edvidy s tbeemeaetfiicaltlhy
system as a whol e. However, ther¢€giasiga
factor s, such as power (both for mal and
can divert the proce®ss Penlmaps wmhat mos e
at | east in the University <case, seem

organi sation.

10.7/A NUMBER OF | SSUES EMERGE FROM Tl

HR or |l ine managers are being compell ed
abilities to do what is most i mportant,
remain simpl e. I n -nbaoktihn gc a(sneasn, a gtelmeesnd € § iosh
farmed out to expensive consultants, add

the disputes.

It seems | ikely there is too much attent.i
ri-akerse culture,provactyibveybyrcresationd em
It has been documented in the risk |iter

failures may not be t he @omalitssem@0)5.t 0 prev
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However, reseaarcdarsdhso wasn dt hpartocsetdur es cat
compl exities in practical I mpl ementati on
single rule and procedur e, give up all

complicated,temieng wbpndsheéeygtho not have

efficiently by themsel ves. However, some
follow the rules in certain situations,
rul es.

In addition, the way that Vicky was dealt with also sent a message to others that they will
not get what they want if they do what she did. Huthor believes that for all HR
practitioners and management a wider and less aggressive organisational ethicall/poli

environment needs to be in place if HR risk is to be managed strategically.

Mo r e acensidering the cost of managing HR risk, a prisgetor organisation will start

from a commercial decision. The defictWhsaton
is the case worth?o Al s it Timeseae thguestiamd Mi
that will be considered. In the public sector, although the same considerations apply, the

decision maker perhaps will not have the same budgetary awareness.t h cas e s

failures were managed 1in the maddth eemar
consequences for all concerned. I f these
cases here, but has | ooked at others. Th

an expensive use of pubdeticereisoeas carseatf e
under greater scrutiny. Public organisa
government, need to be efficiently manag
part of that prodeasxs, taon dnatnlag es yt htoesms rii rs

be seriously challenged.

Last but not least, having reviewed the literature related to HR risk management, the autho
presents foundational theories about how HR risk should be handled. The interviews with
HR professionals and union representatives provide opportunities to understand how HR
risk i s managed iAinf r @ tmh e rh e w dorodfss, e0dnw et rhice
practitioners who are involved in people management on a daily basis. Moreover, from

analsis of the case studies we can understand how HR risk is managed in practice. Both ir
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the literature review and the interview stage, policies and procedures, formaiformaih

are recommended. However, the results of two cases indicate tHatrmaiprocesses can
involve a | ack of structure or do-oumaient
processes require HR practitioners to have significant experience, along with the right skills
and attitude. Notiormal processes that are documented andtsired, but are more about
reaching a compromise than launching investigations or simply following grievance

procedures, should be encouraged.

As was discussed in tl@hapter one Introduction, a large number of employment tribunal
cases are lodged/ery year in private and public sector organisations. In this thesis, only
two case studies, which happen to be from the UK public sector, have been considered
however, the author believes that they can be used to provide indicative evidence of widel
pradice. The practices revealed through the case studies analysed here are very likely to b

typical.

108CONCLUSI ON

I n this @auampmwer atttleenpt ed t o investigat e
i nterviews, cases studies and the simul a
practice. The interview findings, case
simul ationhaxerkes® anal ysed in various
the results of the interviews were analy

Vicky Battle's case and Dr Stone's <case
t hHHR ri sk management process and the ri sk
points from the analysis and discussi on
|l earning points have beeanutshiotrrha rsiusmtandag i Isre

study and present the conclusi ons.
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CHAPTER ELEVEN: CONCLUSI C

11.11 NTRODUCTI! ON

I n this chapter, t hes uvamumahrdirtze wmiglilgnc bdbhcar

devel oping a framework of managing HR ri

thesis. This chapter starts with a summa
objectives, from whi cshearicnh arcecsourldtasn c et hwe
framework/ guide to I mprove the process o
this research will be presented after t

reflection of thinsd.thesis explained at t

11.2SUMMARY OF THE THESI S ACCORDI NG
OBJECTI VES

The aim of this research is to critically investigate and analyse the current practice of risk
management within the human resource context. The research aims to demystify the link:
betweerHR and risks; critically explore the meaning and significance of human resource
related risk management, and explain the importance of adding managing risk to HR
practice, through interviewing HR professionals and union representatives within the public
sector in the south of the UK (Higher Education and Local Authorities), coupled with two

valuable case studies and a simulation programme.

The objectives of this study can be summarised as follows:

a Il nvestigate therehadtedt manfseisesgt confaH RERp r

a Expl ore the waeglsatiend whiixckhs H&Rr e managed
a Examine the problems and challenges of
a l nvestigate the opportunities for mana
a Devel R ansk management framewor k/ gui ¢
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public sector aGadootdlrearced mgdnigsadtiioonnof

Accordonghe aim and objectives, t he auth

chapters.

In chapter one the author provides an overview of the study, presenting the rationale for
the research, explaining the aim and objectives, and clarifying the structure of the study. In
chapter two, the author reviews the literature on risk management, starting byuaingd

the history of risk management studies, followed by risk management strateglesptier

three, the author reviews the literature of human resource management by explaining the
definition, how HR functions, and followed by consideration oftinategic focus of human
resources. Irchapter four, the author reviews the theories about human resource risk
management, and explores the methods, problems, and challenges of managing hume
resource risks. The theory and the concepts that appear intef&ule provide the
theoretical foundation for this research.dmapter five, the overall methodology of the
research is explained. It examines in more detail the collection of primary data. It explains
the research strategy, case study approach, iewerand simulation. Moreover, the process

of data analysis, and an acknowledgement of the limitations of the research methods usec

are presented at the end of the chapter.

In chapter six, the author presents the results of interviews with HR profedsiand union
representatives about managing HR risk, according to the aim and objectives of the study
In chapters seven and eighttwo valuable and representative cases (one from higher
education, one from local government) were selected and studiéeyasdre considered

to be an accurate portrayal of what is currently happening in HR practideapter nine,

the author presents the details of the simulation exercise which was based on the secor
case study featured in this thesis. The simulationesigiied to allow the author to
understand how systemic failures occur in human resource management, and the strategie

to improve decisioimaking that can be used to enhance resilience.

In chapter ten, the author presents the main findings and analysis of the research results

according to the aim and objectives of the study. In chategen the author summarises
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and concludes the study. Research contributions are acknowledged, a framework/checkilis

of best practice of managing HR risk is developed, and future potential research directions

are explained.

113RESEARCH FI NDI NGS SUMMARY

Human r éfsoocuursceisn ri sk management used to

a
h

r

- T =

-~

o - Q
oK C©c o o o o <

~+

n

u

e

r

=}

d regul at orey driirsekcst | tyh autndvwee i ts domai n
man resource risk management i s now ex
| ated risks that can undermine a comp
ound reguncae oanyd ctohmegplavaoi dance of | aws
tegrating risk management theories int
man resources to become more strategioc
tter prepare fossthaertneew. r@uesens!| pu:
introduce risk management into the hi
source functions. I n general, human r e:

i ndi catetdertbyt broga handcdhet Ha pri mary r es:¢
man resource risk management <coul d be
intrimdeski magvaaeinescsomuildearati on of t he

e pfomasssagong HR risks. These are some

HR risk management and the probl ems &
generally understood by HR practitione
Policies and procedures helcpad df dre cmar
source of risk.

The positions of HR and management ha\
managing HR risk.

Qualitative factors such as power, C
i ndi vidual commi t menatn d hsikeirlalrsc/hcya pbaubriel:e
the process of managing HR ri sk.

Too much attention has been paid to p

change in HR, and at organizational | e
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fl exi bl-actainvde pproocess.
ua The cost of managing HR risk is high,
hitherto. Ot her cost s, such as the cos:s

have received | ittle attenti on.

11.4A WORKI NG FRAMEWORK FORRMRNABKI NG

After analysis of the results of interviews, case studies and simulation through applying the
theories and frameworks reviewed in the literature review, the author faced two choices in

presenting the final results of the thesis.

The first choie is whether to produce a list of HR activities, with explanations of what the

potential risks are, along with advice on actions to solve the problems. The author believes
that currently HR staff have already done quite a good job in preventing HR risk, as
extensive HR policies and pr oc eddwr easn dh aav ¢

todoo |l ist is not considered as a good id

The second choice the author faces is whether to produce a guideline or framework to hel;
HR professionals in thinkgiplanning through the HR risk management process, especially
highlighting important factors that HR practitioners should consider in order to be more
strategically focused. The author believes that such a framework, or set of good practice
guidelines, carbe abstracted from the discussion of the results of this research with the

purpose of helping organisations in managing HR risk effectively. Therefore,0 m

anal twziiengresul ts of i nterviews, case st
theorfesmawdr ks which were reviewed in t
beli eves that a framewor k, or set of goc

di scussi on of t he resul ts of t his reseec

i mpving the process of managing HR ri sk,
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FiguMangagi ng Human Reswmewaerek Ri sks
Process Peopl e I nfluencdgConsiderat.
AwarenessHuman ReOrgani zatCommon sens
identifigManagemeculture Listening/c
HR ri sk (Line manPower Formal /info
seni or ManagemenPolicies /
Measuri ngmanagemeHi erarchyPosition of
controll iEmpl oyeeBureaucr g-HR/ managem

process

Uni on Personal |[Business de
Managing |Ot her relationgCost/ damage
stakehollCommit menStrategic f
Eval uat i ( Skills/ caSkills requ
risk ma 1 Fairness an

Si mul ati on

e Organizational i s o EEmmmm
According to the above model, the proces
i dentification of HR ri sk, foll owed by r
ri sk and a final evaluation of thel HRi oing
bet ween these sequenti al stages, as it
awareness and identification of HR ri sk,
and identify HR risk as ear |l uwyriarsg parsy i [
management . HR risks are particularly <co
the same. At the measuring and control i
of the HR risk shouldghesmeasuteddpbeandnsai
in order to control the HR risk. 't shou
risk not only includes financi al cost. A
apply the str atheegieeasr | dneevne |sohpaegded sirmage of |
solve the problem. At the evaluation st:
evaluat ed, starting from review of the j
each succesesirvees uslttasgeandT hf eedback from t
future i mprovement of the process of man
I n this8emnpdefilers to everyone who has dir
organi zation. As evemryomeaenalgasngr HARp orniss K
simultaneousl! vy, the source of risk and t

199



organi zation wil/l influence or wi || be |

Therefore, everyone oscheosusl.d be i ncluded i
I nfluence factors refers to all the fact
of which the HR professional s, manageme:

should be aware and pay at teesnet iootnh etro .f alctt
to manage HR risk more effectively.

The considerations section presents a | i:
especially by HR professionals and manag
HRrpfessionals and management should try
both conflict parties to find out what i ¢
communication, and solve the matterocrefsc!
It is 1 mportant to use the policies and
on the policies and procedur esacttoiov er.i gH od

—
—
D

mai ns i mportant tuor efsolwhoew etvheer psouliitca

ved in a HR crisis should consider

=]
<
(@)

d be fair and neutral, and strat e

(7]
>
o

ement to make asbessandsdantagesi oh. mi

d be considered beyond the purely

3
®
-
® c ® c
Q@

7]
>
nw O

ntial to ensure the people who manag

t, relating atno zait mohat i osoamomd pbrgm | e
d to i mprov@andR maméa&fgeasheihmdntayl st o manag:

effective and efficient ways. From

»Q »w O O
—

rn throuighm @aetcicsPpaamednobservation f

—
QD

n knowledge and experience of handl

> T OO O un

-

e knowl edge and skills when a simil a
traintimgdsme such #®daskdctume nongwebi mul at

more effective, directly practical train

Organi zational i somorphism | earning i s
Organi zation shoul &eseaCmi $eosmandeidi s as
because people do not | earn from past ex

an isomorphic | earning process. Organi za
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|l earning | eveelar ntihneg ilseovnedr pamidc tlhe 1 coni c
a origination not only | earns f r om nscp edcein

anal ysis of organizational i somor phi sm.

The author has designed tdke Manapgiong dHR a
professionals and management to i mprove
mo d e | provides a checklist for HR practi
situation. Al so, the Marmadgihnreg iH™ orritsaki crao

organi zational i somorphism | earning in t

115CONTRI BUTI ON OF THIAS NEBNS VAR CHO R WA

There are several contributions to knowl
Firstly, this thesis will be one of the f
management i n current human resource | i

|l iterature of human resource risHKemgmreags

managing HR ri sk, devel oped a Managing
management of HR risk and to help HR pra
Secondl vy, in this thesis, the auéeéhestutia
through atcées ciaseseahi ch happened i n th

be one of the few academic studies using

ri sk management in current httewatupoé. tA
of a simulation in order to capture what
case studies collected here.

Thirdly, this thesis contributes by iden

affectea ibryf lISuoemmci ng exter nal factor s, S
Therefor e, ev eintuswime st HRo dbbes neutr al or
i nterference from these factors make t hi

Fourth, this thesis also contributes by i
not only in human resource department, b
has been paid to prevention ocfulrtiugk, du
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req
t hi

The
Thi

Usii
HR
dec

pr a

ui rement for more flexible, strategi

nking organizations.

| ast contribution t hdisr etchteisons fnoark efsu

S IS not t he; eintd s threatesa@d@aacnew 1 e

ng simulation to train the human resol

ri sks.-l iUlsea ngagesalt hrough si mul atbtoon
i siobunmek stfa ntdo Inigstoi ¢ event , and appl
ctice.

116REFLECTI ONS ON THE RESEARCH PROCI

I n

ris
t he
I mp
i nt

us e

res
cou

con

this thesis, the author has captured
k, evaluated the effectivekebn pfathe
probl ems and chall enges of managing
roving the process of HR risk managem
ervi ews, case studibedianvessitmal atiinorm.
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APPENDI XES

Appendix 1-A: Employment tribunal statistics 20132014 (part of the article)

Source:Clark, 1. (2014, September). Employment tribunal statistics 2013!. Retrieved from:

http://www.mortorfraser.com/knowledgbub/employmertibunal-statistics20132014

Statistics have been published by the Ministry of Justice showing theipmtusdate figures
of the number and nature of Employment Tribunal claims raised in Scotland, England &
Wales.

These statistics are of particular interest following the introduction of Employment Tribunal
fees in July 2013. Since 29 July 2013, anyorshing to raise a claim in the Employment
Tribunal has required to pay an issue fee when lodging a claim and, before the claim
proceeds to a full hearing, a hearing fee. The level of fee depends on what type of claim is

,,,,,

being raised. éééeée.

The statisticshow that the total number of cases received from August 2013 (after fees
were introduced) until the end of March 2014 was 16,206 compared to 39,567 in the same
8 month period the previous year. This is a drop of 59%. The statistics for April 2014 to
June2014 show total claims lodged of 4245 compared to 13,899 in the same quarter the
previous year. However the report points out that from April 2014 the figures were impacted
by the introduction of Early Conciliatio

The more detailed statistibgghlight some interesting trends.

The highest sum awarded by the Employment Tribunal in 2013 was £3,402,245 and

was awarded in an unfair dismissal claim. High awards were also made in claims arising
from race discrimination, sex discrimination, dig&y discrimination and age
discrimination.

The number of costs awards made by the Employment Tribunal inZ¥B has risen

since last year889 costs awards were made compared to 651 last §éarof the costs
awards were made in favor of resportdeBiven the overall number of claims raised this
demonstrates that Tribunals are still reluctant to make awards of costs. However, over the
past few years there has been a year on year increase in the number of costs awards ma
so Tribunals are perhapst as reluctant as they once were.

The maximum costs award was 58,022 the median figure is £1,000 (a decrease from last
year's median figure of £1,842). You will notice from the figures above that the highest
unfair dismissal award of £3,402,248 in excess of the statutory cap of £6,574 but
remember that this cap does not apply where the unfair dismissal is for whistleblowing or
for raising certain health and safety issues.
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Appendix 1-B: Some Examples of Employment Tribunal Cases

Source: McllwainC. (2011, November). A hidden world of settlements and gagging orders, Retrieved from:

http://www.thedetail.tv/articlesfaiddenworld-of-settlementsandgagdng-orders

There aresome examples from above article:

Queenods Uni versity Bel fast has had 20 c
withdrawn before they reached tribunal. Of the other 14 cases, two are still ongoing and 11
have been settled, wittight of these bound by a confidentiality clause. This means that
claimants of over 70% of settled cases (72%) are bound by a contract to not disclose an
information covered by the agreement.

At the University of Ulster, since 2009 there have been 1l@nsldodged against the
University of Ulster, with 14 of these withdrawn before they reach tribunal. Of the
remaining two, one case is still ongoing and the other was won in favor of the University.
The University spent £57,282.45 on legal fees to fight dtsal pay case.

Within the Belfast Health Trust there have been 110 claims lodged since 2009, 73 of these
cases are still ongoing, 33 were withdrawn before they even reached tribunal, five were
dismissed and one was won by the claimant. Public money spgahdying barristers and
solicitors ranged from 575 to nearly £14,000. Perhaps most interestingly 14 of these cases
have been settled by the Trust and all of them were bound by confidentiality clauses.

The Western Health Trust is the same, with all dirttsix settled cases bound by a
confidentiality clause. Out of the 29 claims lodged within the Western Trust, 10 have been
withdrawn by the claimant before reaching tribunal, eight are still ongoing, three have been
dismissed and two struck out by thétmal. The Western Trust has spent over £0,000 on
legal fees defending claims.

Out of the 35 claims lodged against the South Eastern Trust, all applicable have been boun
by a confidentiality clause, this includes all settled cases (7) and even eigffttioeit20

cases withdrawn by the employee before reaching tribunal have a confidentiality clause
(40%). Of the remaining eight cases, seven are still ongoing and one was not upheld. The
South Eastern Trust spent £22,354.38 on legal fees for one religadies and political
opinion case that was not upheld.

The Northern Trust has had 33 claims lodged since 2009 and none of these cases have be
settled. 63% of these claims have been withdrawn by the employee (21) and even thoug!
they did not reach tribun&6% of withdrawn claims were still bound by a confidentiality
clause. Of the remaining 12 cases, 11 are still ongoing and one was not upheld.
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Appendix 4-A: Applying risk management to HR

HR Acti v|{Potential RijPotential considerations
Who has signing authority?
Compensa . . . .
Financial abHow many signatures are required?
and bene
Are there checks and balances?
Was a complete screemapplicampket e
Discriminatgdwere provincial human rights | aws
Hiri Hiring unsuijls there a set probationary perio
iring .
candi dates
Were promises made to the candida
fwr onahfiuli ng
Did the employee sign off on the
being hired?
Do we provide safe working condit
regul arly?
Occupati |Environment a8 Do we provide adequate training f
Heal th alinjury or de
Do we ensure the use of appropria
Do wee hadequate policies, procedu
Abuse
Do we provide sufficient orientat
Reputation i ) S
community Do we provide adequatactiupietr ive ssiitd
Empl oyee or after hours)?
S TG EVATS Rel ease of
) ) Pbo we have a performance manageme
information
Are personal information protecti
Do we have clearly wradrt taelnl ppocssiitti
Do we follow up when the paramete
Do we provide through orientation
Do we provide an employee handboo
Do we have comprehensive policies
Abuse
Empl oyee . . . L
Do we proviadeni mmgg amibogutt rour pol i ci
conduct . .
Reputation i
Do we retain written records of p
Do we ensure that organizational
Do we have cash management proced
Do we have adequate harassment po
Do we dheagwueatae har assment policies
Do we retrieve organizational inf
Property empl oyee used (especially from ho
=] 00 Reputation ilDo we ensur ecotdneast, ap as sawacedsssy a te ¢ @ 7
community
Do we conduct an exit interview?
Compensati on
Do we record |ieu time and vacati

Source:CIPD (2016). Riskvanagemenin HR

206



Appendix 5-A: Letters for introducing the research

Hong Bo (Pe
Strategy &ydt Buwms
Portsmouth Busi

Uni versity of
Of fice: 0239z¢:
Hong. Bo@port

21Aug 2011

Dearr,

| am conducting research into the way risk is managed in HR contexts in large organisations
this is as part of my PhD studies at Portsmouth Business School. | need to conduct som
interviews with senior HR staff in order to understand what policies and procedures the
organisations use and how these are operationalized.

The interviews should beorionger than about 380 minutes, but may be shorter, and | can
come to wherever is convenient to carry them out. Although the interviews, ideally, will be
recorded, | can assure you that all information provided will be treated in strictest confidence
and that no identities of individuals or organisations will never appear publicly in
publications or otherwise.

I would be most grateful if you could let me know when this might be convenient. Please
do not hesitate to contact me at me or my supervisbofessor Edward P. Borodzicz. |
have attached a letter from my supervisor in support of this request. In the meantime, | an
looking forward to hearing from you.

Yours sincerely

Hong Bo (Peggy)

Strategy and Business Systems, PBS, University of Poutbmo
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Professor Edwar d
02392 844:
Edward. borodzi cz

10DAug 2011

Dear Sir/ Madam,

Peggy Bo

Pl ease accept this |l etter as confirmatio
me as part of her PhD studies at Portsmo
ri sk is understood and managed inre el doont
some interviews with HR staff.

This research has been passed by our Uni
that no personal informa®dtdemt atboputoreithe
wi || be domcehei besebrch or i1ts publishe

I woul d be ext em

r ely grateful for any he
guestions about this

research please do

Yours faithfully

Edward P. Borodzicz
Pr of efs sRlirsko and Crisis Management
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Appendix 5-B: Interview Questions
Interview Questions for Union Staff

1. How long have you been involved in managing grievances/ as union representative?

2. In your experience as a Union advisor, what are the major areasthifatisiou have
to deal with? For example:

a) Grievances and complaints

b) Recruitment and selection

c) Equal opportunities

d) Training and development

e) Performance management

f) Rewards

g) Disciplinary

Are there any other areas of HR where risk is not recognised or maoagedy?

3. In your opinion, how do HR policies and procedures contribute to the managing of
HR risks

4. Can you give an example (anonymous) where these types of risks have surfaced an
the policies and procedures have not worked?

5. Are you satisfied with the wayisk is currently managed in HR within your
organisation?

6. In your view, what are the difficulties to manage HR risk in reality?

7. What potential is there to improve HR risk management? For example, could
training be improved for HR professionals? Or do@sdinrent training and CPD
adequately prepare HR professionals?

8. Do you believe there is a softer side or more qualitative skills that cannot be formally
trained assessed? How can we learn /recognise/encourage/ manage these skills.

9. Do you believe a less fmalised structure may be more effective in dealing with
certain types of HR risk?

10.In order to effectively manage HR related risks, what kinds of skills/ competences
are required?

llWhat is your view of Aadvocat e ghumang a l
resource risk situation?

12.How much time is taken up dealing with grievances? Has anyone ever review or

calculate the cost of dealing with grievances?

209



Interview Questions for HR Department

1. How long have you been working as a HR professional?
2. Whatdoes HR risk mean for your organisation?

For example:

a) Grievances and complaints

b) Recruitment and selection

c) Equal opportunities

d) Training and development

e) Performance management

f) Rewards

g) Disciplinary

Are there any other areas of HR where risk is not recogoisethnaged formally?

3. What policies and procedures do you have for managing HR risks? /How to manage
HR- risk?

4. Can you give an example (anonymous) where these types of risks have surfaced an
the policies and procedures have not worked?

5. Are you satisfied wh the way risk is currently managed in HR in your organisation?

6. In your view, what are the difficulties to manage HR risk in reality?

7. What potential is there to improve HR risk management? For example, could
training be improved for HR professionals? daes the current training and CPD
adequately prepare HR professionals

8. Do you believe there is a softer side or more qualitative skills that cannot be formally
trained assessed? How can we learn /recognise/encourage/ manage these skills.

9. Do you believe dess formalised structure may be more effective in dealing with
certain types of HR risk?

10.In order to effectively manage HR related risks, what kinds of skills/ competences
are required?

11l What i s your view of fadvocadoleinghdmamg al
resource risk situation?

12.How much time is taken up dealing with grievances? Has anyone ever review or

calculate the cost of dealing with grievances?
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Appendix 5-C: Consent Form and Information Sheet

Consent Form

Title of research project

Risk managemenand people management: a critical reflection on how risk management

can be incorporated into current HR practices

Name and position of the researcher:

Peggy (Hong Bo), PhD student, Strategy and Business System department, Portsmout

Business School, the University of Portsmouth

You are asked to participate in the above research. Please read the information below an
ask about anything you do not understand before deciding whether or not to participate. Yot

will be given a copy of thiform to keep for your records.

Please initial Box

| confirm that | understand the purpose of this research an

clear about the procedures of this study.

| confirm that | have read and understand the information s
for the above study, and havedhthe opportunity to as

guestions.

| understand that my participation is voluntary and that | am

to withdraw at any time without giving reasons.

| understand the interview will be recorded with my permiss

| am aware that my participatiamill be confidential.

Statement of Consent:
| have read the above information. My questions have

answered to my satisfaction. | agree to participate in this st

Signature of Participant Date

Signature of Reearcher Date
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Participant Information sheet

Research title:

Ri snknagemantpeopl e management: a critical refl ect
into current HR practices

You are invited to take part in this research study:
Before you decide, it is important for you to understand why the research is being done and what it will involve.
1. What is the purpose of the study?

| am a PhD student at University of Portsmouth, supervised by Professor BRlvgwtbdzicz. This
research is investigating risk management in an HR context.

The objectives of this study can be summarised as follows:

I nvestigate therehdeedtainsdkagt of HRRprofessi o
Expl ore t-hel swagd HRsckusr raernet Inyaniang eodr gani sati or
Examine the problems and challenges of manag
l nvestigate the opportunities for managing H
Develop an HR risk management framdworckhagdi ¢
sector o bagvaoniidsaantcieo/nnsi t i gati on of HR ri sk.

<<

2. Why have you been chosen?
I would |Iike to speak with those who work in HR d
I am planning to 20tkR® vsiteaw fa papnrdo xmammaatgeelrys t o di sc

3. What wil/l happen when you take part?

Your interview will discuss your understanding about managing people, and the riskrgddt#l contexts.

The interview should last no more than 60 misutenay record the interview with your permission. You will

also be asked to sign the consent form provided. Additionally, you are free to withdraw from the study at any
time and without giving a reason.

4. Wi | | my taking part ini alhl?s study be kept conf
I will ensure that your involvement remains entirely confidential and anonymous. All information that is
collected about you during the research will be kept strictly confidential. All interview recordings will be
destroyed at the end of the reseantbur personal details will not be presented in any interview transcripts
or final report. In addition, any identifiable details will be removed or changed. My academic supervisor will
be the only person who may have access to the results of interviewvtlath me, but | will be the only person

to have access to the original recordings of the interview.

5. What will happen to the results of the researc
The results of the study will be used in my PhD thesis. The material may be presented at ageaafessignal
conferences or in academic journals. Anonymity and confidentiality will still be in place in all cases. Neither
you nor your organisation will be identifiable from the research. Findings from this study will contribute to
developing a betternalerstanding of how risk management can contribute to, or support, managing people.

6. Contact for further information
Thank you very much for reading this, and for your time and participation.

You will be given a copy of this information sheet and a sigroeent form to retain
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Appendix 7-A: Na me s

and Job tit]l or

Clir Annie Chair of the administration committee which deals with licensin
Glory and private hire vehicles

Clir Paul Portfolio Member for transport and chairtbe forum

Dr Lawson Doctor of Vicky Battle

Emma Human resource staff

Maggie Dolly | Head of Human Resource

Miss Holly- Assistant Chief Executive

Mr. Locks- Glory carriage driver and trade representative on the forum bet
the Glory carriagand private hire vehicle and the council

Mr. Morgan External consultation from the True Results Associates

Mr. Richmond | Corporate Director of the Seaside City Council

Mr. Wood Line Manager of Legal and Democratic Services

Vicky Battle- AssistantHead of Legal and Democratic Services who manage
taxi licensing section
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Appendix 7-B: InvestigatorGs Brief

1stMarch 2007 (From Maggie Dolly to Mr. Morgan)

Summary

As the Head of HR for the Seaside City Council, | am commissioning an independent external investigation
into issues around our employee Vicky Battle with the aims of:

1. Ascertaining the facts as far as possible, and if certainty is not possible, thesludlprabability
2. ldentifying the exact nature and causes of concern
3. Recommending:
Which policy/lies and procedure(s) apply?
A way forward to prevent recurrence of the problems identified.
I hope that this investigation will:

1. Give those concerned the catdéince that their concerns have been listened to and taken into account
2. Find a way forward that prevents recurrence of the existing problems
3. Enable the council to carry out its responsibilities to staff and public

The investigator

To ensure impatrtiality, have chosen you to carry out the investigation as you meet the following criteria:

1 Not an employee or councillor of Seaside City Council, nor closely related to one
1 Notinvolved in any way in the carriage or private hire vehicle trade in Seaside (exatdpitiy an
occasional passenger would not disqualify them)

1 Have an understanding of employment law and licensing

1 Do not know Vicky Battle
| will provide you, as investigator, with the names of people | consider to be important in understanding the
situaton; you can choose to interview anyone else. | will provide you with background documentation (paper
and electronic) which | consider to be important in understanding the situation; you can choose to look at
anything else.

The investigation
There areseveral triggers for the investigation:

1. Arecent complaint from Mr. LocksTéxi driver and trade representative on the forum between the
carriage and private hire vehicle and the council), about Vicky Battle (Assistant Head of Legal and
Democratic Servicesvho manages the taxi licensing section). Mr Locks says his complaint is
supported by and represents the views of the other members of the cab committee.

2. A complaint from Annie (chair of the Administration Committee which deals with licensing) and
concernf xxxx, portfolio member for transport and chair of the forum, about Vicky Battle.

3. Vicky Battle has told Miss Holly, assistant Chief Executive that sometimes she feels unsafe when at
work because of the way people react, treat her. Miss Holly is couctraethe Council needs to
comply with management responsibilities particularly under the Dignity at work Policy (covering
harassment and bullying)

4. A series of concerns raised by staff indicating that Vicky Battle is difficult to work with and behaves
unreasonably.

5. Mr Locks, Miss Holly and Vicky Battle herself have all sated that the current situation cannot be
allowed to persist and a solution needs to be found.

The purpose of the investigation is to consider all the issues with you looking specifich#ycamplaints.
It is however critical to consider the whole situation from all angles form an open and unbiased viewpoint and
identify if processes or people need to change or another solution can be found.

There is a history of friction between VickyBle and other people, including the Taxi representatives to the
forum and colleagues in the council. It is my understanding that Vicky Battle feels under attack both by the
licensed vehicle trade and by some colleagues, and fells that she cannota grepgrly because of the

lack of caoperation of, among others, the head of direct services, of financial series, and of the admin staff in
the Legal and Democratic services unit.
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As is usually true of complicated situation, there are different percsyitd perspectives about the situation,
causes and remedies.

There are several council policies and procedures which could be relevant to the situation, such as dignity a
work- to bullying, complaints, disciplinary, in particular capability, grievanoel, laealth and safety (Emma
will provide those for you).

At this stage, | do not have the full facts and until these are known, it is not possible to tell which policy and
procedure could apply. When the facts are as clear as possible, it may turn oubréndbhan one policy
procedure applies and needs to be followed to secure a satisfactory outcome.

However all the policies and or procedures identified start by setting up an investigation. | have therefore
decided that this is a way forward and the teohseference will include deciding which policy/ies and
procedure(s) apply. The investigation will be valid as the investigation for whatever policy or procedure
applies and therefore needs to adhere to some basic principles of natural justice. Vickyattetsvare of

the exact nature of the investigation/ to have someone with her at any meetings (is she chooses) to have copi
of any notes made at meetings involving ther during the investigatory process.

Confidentiality

The investigation will be confideial, as far as can reasonably be managed in the light of the need to interview
people and the need of those who have made complaints to be informed that the Council is investigating these
People who speak to the investigator will be told not tell anydiweit the existence of the investigation or

talk to anyone else about it and failure to comply with this could result in disciplinary action being taken
against them.

Equally Vicky Battle will be told to maintain confidentiality.
This brief will be confidatial to myself, Miss Holly, Vicky Battle and Emma

The report outlining the findings of the investigation will be confidential to me and | will decide whether any
or all of it will be given to anyone else. It will not be made public and circulation wilesticted to those

who need to know. Normally, any person whose conduct is criticised should, under natural justice, to tell of
accusations made against them and given the opportunity to defend themselves. If the investigation conclude
that any formal etion is to be taken against anyone under the complaints, capability of disciplinary procedure,
that person will see the section of the investigation report that applies to that decision. As will those who need
to know as a result of implementing the ceotrgolicy.
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Appendix 7-C: Information of Vicky Battle changes the Hand Book

There was a history of tension at meeting of the Administration committee and the Taxi Forum. These meeting
were attended by representatives of the Glory carriage trade anadklyrguévate hire vehicles (the trade).
These tensions show themselves in heated comments both from the Trade and officers. The trade has express
concerns about how resolutions of the Administration committee and agreements of the Forum are put into
pradice by the officers. One particular issue is that ofi NBvember 2006 the Administration Committee
resolved that any changes in the wording of the handbook (setting out the policies which apply in relation to
the trade must be agreed with the Chairman and Vice Chairman of the Committee). Vicky Battle was
respamsible for the management of licensing of Glory carriages and private hire vehicles and was the lead
officer for the Administration Committee and as such was responsible for reporting any changes to the
handbook to the Chairman and Vice Chairman to olttedim approval.

A change was approved by Vicky Battle very soon after the date of that resolution without informing,
discussing or agreeing the change with either the Chairman or Vice Chairman. This was all the more
problematic because of the already siedirelations between the officers and the Trade because they perceive
that other changes have been made to policies and documents by which they operate without consultation ar
discussion.

The change was a change in wording which allows private hirelvehie t o di spl ay t he w
on the side of a vehicle. This unilateral change is the subject of a formal complaint by Steve Locks against
Vicky Battles.Miss Holly ha also said that he is concerned about the failure of officers to obtain approv
from the members with regard to this change in the handbook.

Vicky Battles had argued that the change was because of her interpretation of the law and therefore did no
need to be approved by the Chairman and Mbairman. She also said thasponsibility for the change
rested withxxxx in her office who was responsible for the handbook.

The complaint from Steve Locks whilst referring to the change goes beyond this and complains that there was
a lack of trust between the Trade and Vicky Raltbcause they were aware that changes were made without
discussion and without authority and they can no longer trust the handbook which sets the policy for the
operation of the Trade nor can they trust Vicky Battle who was responsible for the handbook.

This lack of trust had been raised previously on a number of occasions including a particular instance in
October 2006 (one month before it was agreed that approval from either the Chair a@haiiceust be

gained before a change was made to the handbelo&n the Trade realized that the handbook had been
changed. When they met with Vicky Battle there were three versions of the handbook. The one that was beinc
used (by trade) had many red pen changes which had not been discussed with the Trade orbgpih®ved
members. The Trade made a complaint to Miss Haliyhe time, about the behaviour of Vicky Battle at a
meeting to discuss the handbook. Another example was the Vicky Battle had changed the forms with regarc
to medicals being required by drivefithe change took away the requirement of confidentiality. There had
been no discussion about the change in forms and some drivers had already signed these forms unaware tf
changes had been effected.
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Appendix7-D:Ex t er nal i nvest i gmlusom(@3$May nv e
2007)

The complaints from Miss Holly and Mr. Lock and the concern of Councillor Annie, Councillor Paul appear
justified. The administration committee at its meeting on 14 November 2006 required that all amendments to
the wording of the &indbook be approved by the Chairman and ¢ltgirman. The change to the Handbook
which all owed operators to display the words #fta
significant and sensitive change and should have been dissuisélte Trade and approved by the Chairman

and ViceChairman of the Administration committee.

The trust of officers with the trade was already a matter for concern/ complaint and should have alerted Vicky
that any further change would be likely to leadurther complaint from the Trade. Such complaint is in my
view justified.

The changes to policy breach the draft agreement with the trade. Te statues of the agreement are not clear b
in any event thee are frustrations by the trade as a result @cthef consultation. It is important that the
resolution of the Administration Committee dated 14 November 2006 and the use of the Forum for discussion
of any proposed changes is adhered to so that there are no surprises to the policies which agpbde. the

There have been problems at both the committee and the forum in that the meetings have not, in the past, be
properly controlled and Vicky is justified in saying that she had not been protected from verbal abuse at those
meetings in the past. \ig may well fell that she has been harassed and bullied by Mr. Locks. She complains
particularly about a meeting with Mr Locks (together with 2 other taxi drivers) when she says that he banged
the tale with papers causing her to feel threatened. Howéweingited them to meet at her office and met
them alone. In my view if she is concerned about the possibility of abuse she should only meet with another
officer present and at a meeting point where she can leave is she feels threatened e.g. at ouarsisuch

as are used by Housing Officers where there is a possibility of threatening behaviour. | note that Miss Holly
gave her such an instruction in October 2006.

The information presented to me r ai saeysoutderexist@r q
role. In accordance, with the policy this matter has been know over a long period and managers involved have
sought to deal with the matter informally. Now in the light of the particular complaints and concerns and
following a periodof coaching by Miss Holly consideration needs to be given to dealing with the matter
formally.

The document is not clear that the same process with regard to a disciplinary hearing should be followed i.e
if there is a potential case to be answered thatgestigating committee be established. However, in my view
this process should be undertaken in the absence of any other policy guidance.

With regard to Vicky Battleds complaint about f et
Mr. Locks. There are other matters complained of with regard to relationships with other officers but these do
not cause her to fear for her safety but rather leads to her complaint that she is not supported by their mange!
or the council in resolving theseffitulties. Mr Locks is an elected representative of the Trade and every
effort should therefore be made to deal with him. As set out above the process at Committee/ Forum seem:
now to be better controlled, | have also suggested that Vicky Battle should not meet Malomek
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Appendix 7-E: Grievance Appeal

Appeal against Grievance findings

Date: 27" August 2008

Dear Vicky

Grievance Investigation

Thank you for your letter dated 25 August 2008 notifying me of your appeal.

Please can you confirm whethgyu are appealing all parts of the grievance which have not been upheld, or
only specific parts?

If you are appealing specific parts, please can you let me know which these are and your grounds of appeal~

I wi || l i ai se with t hfer yoGreappeatto hedeard ByRa pahel bftFivetMembers, r a
and you will be contacted about the arrangements for this.

Yours Sincerely,
Mr. Richmond
Corporate Director

eeeeeeceeeeeeceeeeeeceeeeececeeeeeeceeceeeeeceeeeeeeeeee. .

Date: 14" October 2008
Dear Vicky Battle
Grievance Appeal Hearinig9 and 10 October 2008

The appeal Panel has given careful consideration to the grievances you have raised and which were previous
heard by Charlie Richmond.

Following your Appeal hearing on 9 and 10 October, when the Panel heardase, the Panel has now
deliberated on the evidence and has concluded that they support the findings of Charlie Richmond. The Pane
therefore has not upheld your appeal.

The Appeal Panel noted and agreed the recommendations made by Mr. Richmondeaedpphopriate,
action will need to be taken.

There is no further right to appeal within the ¢
Yours sincerely
Mr. Richmond Chair,

Appeal Panel
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Appendix 7-F: Time-Li ne f or Vi cky Battl eods

DATE

KEY POINTS

18 October 2006

Vicky Battle initially complained to Miss Holly, about Harassment from Mr. Ispektaxi

driver and driverds representative, du

18 October 2006

Vicky Battle emailed Miss Holly referring to a phone call from Mr. Lgaitaiming e swore

and was very abusive.

February 2007

Mr. Locks made a complaint about Vicky Battle to Miss Holly.
Cllr Annie and Cllr Paul make compl ain

Miss Holly also had concerns offorimance. ow

21 February 2007

Miss Holly met with Vicky to discuss a number of issues and in particular Taxi F
concerns.
Miss Holly introduced the idea of using an external consultant to investigate the issues

and come up with a set of recommetiatas.

23 February 2007

Vicky e-mailed Miss Holly with some thoughts around their meeting on 21 February.

28 February 2007

Miss Holly emailed Vicky Battle (copied to Head of HR). Advised her that to pro
complete impartiality, HR unit (Head of HRlaggie) would be asked to draw up Terms

Reference for the external consul tanto

1 March 2007

Maggie emailed Vicky and confirmed she had been asked to draw up Terms of Refere
the external consultant to folloivthat would enablehe council to get to the bottom of th
facts and identify the most appropriate way forward.

1 March 2007

Maggie sent an-eail to Mr. Morgan introducing herself and enclosing a copy of the Te
of Reference to use for his investigation.

Maggie Dolly coffirmed she had sent a copy of the Terms of Reference to Vicky.

2 March 2007

E-mail from Vicky Battle to Maggie Dolly confirming:
9 receipt of the Terms of Reference
f di sappointment that the brief made
Locks - Taxi Forum
T that the Ter ms aoifivestigatioreimtoeV/iclky alote eaandd a
of the wording i n detheapraoaceptian ofaf expeee
out comeo

5 March 2007

Maggie Dolly emailed Mr. Morgan advising that Vicky wancerned that the Terms
Reference could be viewed as biasedade the point that:

The council was not expressing a view either way and simply wanted to get to the heal
matter and find an appropriate way forward

Vicky wanted to provide him witsome additional paperwork to take into account

Vicky wanted to make him aware of a complaint she made about Mrsiro2k06 (Maggie

Dolly had sent info to Vicky on this to check before forwarding to Mr. Morgan)

6 March 2007

Vicky e-mailed Maggie andconfirmed that Mr. Lock complaint information could
forwarded to Mr. Morgan.

7 March 2007

Mr. Morgan started investigation.

23 May 2007 HR received Mr. Morganés investigatory
Maggie Dolly telephoned Vicky, mnged to meet with her off' June to
24May 2007 a) go through Mr. Morgands report

b) provide her with a copy
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c) Confirm Maggieds recommendati on on

Maggi e met with Vicky to give her a co

7 June 2007 The report identified one item which Mr. Morgan considered a breach of discipline ang
issues which should be dealt with under the capability procedure.
Following the meeting, Vicky-enailed Maggie raising her concerns over what she felt
7 June 2007 fii naccuracy and mins rMxrpr evsoerngtaantbisonr epor
more detail after the weekend.
Maggie sent a letter to ®ky confirming:
That Emma would be the investigating officer.
8 June 2007 That Maggie did not intend to get drawn into the matter any further and that Vicky s

raise any issues with Emma during the course of the investigation.

That Mr. Morgan had identified pability issues which would now be investigated.

13 June 2007

Vicky emailed Maggie Dolly confirming she intended to lodge a grievance agains
Council.

14 June 2007

Vicky Battle submitted her formal grievance.

Vicky Battle submitted a grievandetter to Mr. Richmond. A large part of this letter relat
to Mr. Morganés report but al so intrqd
considered to relate to both.

fiSubmi ssion of the grievance caus ®akmsach
longer to resolve the various issues. Vicky Battle immediately objected to cap
proceedings being taken and requested details of the capability allegations. This was
a capability investigation had commenced, so no specific allegaliad yet been made. T
correct process would have been to wait until the capability investigation had been ¢
out and then challenge the findings at

Source: Vicky Batt |l eGharlieRRichimendaCorposate Directat i

14 June 2007

Vicky submitted a grievance

14 June- 14 October
2007

Off sicki medically certificated as wortelated stress

5 October 2007

Vicky e-mailed Emma and confirmed that her GP supported a negotiated graded re
work from 18" October 2007.

15 October 2007

Returned to work on graduated return as recommended by her GP. Agreed with Em
Mr . Ri ck Wood, at Emmadés suggestion th
(and continue to be paid for 5 days a week). Aghéielly would take her outstanding lea

in Dec. 2007 accrued during her paid sickness absence.

17 October 2007

Vicky met with Mr. Wood and Emma and agreed a phased return to work ovémaeék

period (plus leave around Xmas giving her a return to theeoiffi early January 2008).

31 October2007

Meeting with Emma and Mr. Wood to review work Vicky was undertaking at home. No i

raised.
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2 January2008

Mr. Wood wrote to Vicky and asked her to provide a certificate from her GP confirmin
was fit © return to her normal fulime duties.
Mr. Wood also confirmed that when Vicky returned, she would not be asked to m

licensing.

2 January2008

Agreed would return to work in office early January 2008.

7 January 2008

Vi cky6s nigiveh eompassioratd leave

10 Jaruary 2008

Vicky submitted further grievance.
Vicky submitted a further letter of grievance to the Chief Executive

January 2008

The Chief Executive instructed Mr. Richmond to investigate the grievances.

21 Jaruary 2008

Vicky sent a letter to Emma, which said:

AMy | awyer has advised that as Mr. Wo

employer would have separated the two people concerned and not be insisting | wor

the control of someone who has bullied
13 Feb2008 Emma wrote to Vicky confirming the Council would support her working from home w|
the grievances and capability issues were being addressed.
Vicky wrote to Emma and again reiterated that as Mr. Wood was part of her grielvand
14 Feb 2008 any reasonable employer would have separated the two people concerned and not be|
she worked under the control of someone who had bullied her.
1 Feb2008 Vicky complained to Emma that Mr. Wood seemed quite prepared to completely igno
First meeting with Head of HR: Maggie.
8 April 2008 Vicky said that she was bored at home, felt isolated and wanted to return to the
environment.
Vicky again raised her desire to return to an office environment.
23 April 2008 It was subsequentlpgreed that Vicky could work temporarily within the Revenue
Benefits unit.
20 August 2008 Mr. Richmond (corporate director) sent
25 August 2008 Vicky made appeal against Mr. Ri chmond
27 August 2008 Mr. Richmond asked Vicky to confirm which part of grievance she was appealing

confirmed he would arrange a grievance investigation.

9 and 10 October

2008

Grievance Appeal Hearing at the Seaside City Council.

14 October 2008

GrievanceAppeal Hearing 9 and ¥@ctober 2008 results. The appeal Panel noted and a
the recommendations made by Charlie Richmond.

No further right to appeal within the

End of October
2008

Vicky resigned from the Council after obtaigianother job.
She lodged a case with the local employment tribunal.

The matter never went to Tribunal.
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Appendix 8-A: Example emails between Dr Stone and Dr Sam

From: Dr Stone
To: Dr Sam
Subject: essay dissertation Feedback

Dr Sam. | have to say that all of those trends are my initiative. At the last meeting we all agreeadbtieat a
modern and personalised approashs needed.

This reflects my experience and haseived very positive feedback from the student heds.

| do respect your stylistic preferences, but we do need to move with the times and market directions.
Discussion is probably needed!

Dr Stone

From: Dr Sam
To: Dr Stone
Subject: essay dissertation Feedback

Dear Stone

Many thanks for the feedback.
Clearly academics have different styles. That is understandable.

However,theppr oach | devel oped olWmaybeaonsewatietdand evefr y e ar ¢
but itgenerates effective communication.

Let me illustrate the kind of problemthatssr i si ng at the moment é

In my experience aaverly-familiar tone is unnecessarfotentially it could be countg@roductive (for
example, in the case of a bad fail).

The crucial point is this: we encourage the students to write in the third perisaheltefore appropriate
that we (the markers) should also write in the third per@atture is topdown

Again, using exclamation marks in feedback sets the wrong Weediscourage students from doing this, so
we should set the right examp@ultureis top-down

As | said above, academics have different styles. Howethgnk it is important that we are mindful of
what has served us well for a considerable length of time.

We know cold and bland work: so why change? Student nuimdeesbeersteadily increasing surely a
vindication of our lonestandingmodus operan@i

With best wishes,
Dr Sam
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Appendix 8-B: Emails between Dr Stone and Mrs Porter

From:Dr Stone To: Mrs Porte8ubject: URGENT QUESTION
Date: Jul 2011

Mrs Porter- as it is yet to be decideghether the way in which we assess
students is to be Dr Sam's or AN Othehat should | do when a student asks me for feedback on an essay
plan?

If | provide guidance, it is almost certain thait followed- the student will be penalised by Dr Sam's new
marking criteria and tonépromulgated to all first markersemember, Dr Sam and | for some reason do no
first marking).

Dr Stone

A Private and Confidential email Dr Stone send to Registrar Mrs Porter

From: Dr Stone To Registrar Mrs. Porter
Subject: PRIVATE AND CONFIDENTIAL

Since Dr Sam return (and without consultation) she has:

1. Returned the Study School to its original dull and unwafasedat

2. Postponed the next Markers' Training Day until December 2011 at the earliest

3. Cancelled any further refresh / reformat of the Course Materials until November 2011 at the earliest
4. Signalled that my modern and open ways of communicatirtgstitdents are inappropriate

5. Provided no positive feedback on or about me

6. Dumped difficult issues on my shoulders to handle alone Stglent concerns relating to the course
materials which prelate my arrival by approx. 13 years)

7. Alleged thathere are performance issues with me (including in correspondence to students)

8. Caused one of our very best students (ironically, better qualified than any of us) to quit the course
9. Copied students in on his inaccurate 'chaser' emails to me

10. Reinstated Associate Markers whose performance was unacceptable.

11. Studiously remained tinvolved in budgetary planning and reporting.

And so on:

There has never been anyeglation against me in terms of performance in my entire casgel | am
deeply insultedthat she could make such a suggestion given the facts to the contrary and what | have
invested above and beyond formal requirements to the MSc programme.

Further- | have never been subject to such a bizarre form of management in any of the demanding places
that | have worked. Dr Sam needs to know that she cannot use tools that she may have got accustomed to
using others on me. | am an immovable force dedicated tiygaad accessibility for our students | may be
new to the University, but | have 'been around the block’ for a while.
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I dondédt need to be '"called in to justify anythi
shortcomings. Dr Samas my lire manager (as | guess she-ishould be resolving rather than generating
problems.

| will - unless | am strongly influenced otherwidse making a grievance complaint against her, who is
exceptionally charming in person and rather different in whattkbe undertakes in email correspondence.

Do let me know your thoughts on this. | have bitten my tongue for several weeks whilst my initiatives were
systematically dismantled.

One student has already left; there are a series of issues and concerns aidcéfidctively headedff
concerning updating course materidleere is absolute certainty that there will shortly be significant
numbers of complaints raised by students about:

1. Dissertation marking and supervision;

2. PhD supervision (or lacthereof),

3. Marking, and

4. Outdated and irrelevant course materials.

These require executive action. As you may remenhloiid, issue a brief report to you and HD of
department last November which recorded some of my immediate concerns. | also spukid atith HD
of Department and secured what | assumed was endorsement for improvements to the MSc.

Finally, I owi || have to pass marking undertaken
Associate Lecturers to Dr Sam to resolve. | haderarlorked with xxxxx to rely on markers who were
either good or showed willingness to improve.

| fear that that the MSc course is on the cusp of a crisis. | am sorry to have to detail this unnecessary
catal ogue of i ssues wh etaerry buhaa yoe wilesedhesissues of GgomcereareDr S
not mine and they cannot be solved by me. They certainly cannot be solved by a meeting.

Dr Stone
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