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Human Resourcing and Skills
This paper examines the relationship between generic skills and specific human resourcing strategies. Human resource strategies include  reward and remuneration (Armstrong, 2002), resourcing (Taylor, 2001), development (Harrison, 2000), and employee relations; from a collective approach to the post war skills shortages and the market competition for skills (Gennard & Judge, 1999). These strategies with recruitment strategies integrate the personnel and development functions  (Marchington & Wilkinson, 1996). These core functions influence the way in which skills are identified deployed, developed and rewarded. There is no real clarity around identifying the generic skills, but for these purposes they include; Communication, Problem Solving, Numeracy, Leadership, Citizenship, Entrepreneurship, Working with Others, Information Technology, Critical Thinking, Improving own Learning and Performance .

The concept of the skills shortage from inside the organisation is discussed in terms of recruitment and human resource planning by Pilbeam and Corbridge (Pilbeam & Corbridge, 2006) (p.94) with the profiling of skills of staff via skills audits. These audits identify surpluses and deficits and assist planning. Although generic skills are not yet mentioned here there is much attention to the work of Boyatzis (p.66) and management skills which identified traits and required and characteristics similar to the skills framework being suggested in this research.

In their definitions borrowed from CIPD, Boyatzis and Fletcher, Pilbeam and Corbridge show the complexity around application of competencies to levels of operation, personality, traits, skills and standards (p. 62). They divide the definition into behavioural competencies related to the people who do the work and outcome competences related to the work done and the achievement. They discuss the issue of assessment or benchmarking in that in working up to the standard it is assumed that there will be a development of skills. Skills are linked here to a competency framework and they cite Sparrow and Hilltop who identify the various components of competencies which includes skills as ‘what an employee needs to possess in order to be able to perform the tasks associated with the job; can be applied to a range of different situations’ (p.71). The other components they identified are; body of knowledge, attitudes, values and self image, traits, motives, self image, social role

The links between human resources and strategy (p.30) are identified in Milmore et al (Milmore, Lewis, Saunders, Thornhill, & Morrow, 2007) and show the connection between resources, capabilities, competitive advantage and strategy. They investigate the attributes and resources leading to competitive advantage and use Barney’s (Barney, 1995) key concepts (p. 28) which I intend to apply to the individual. These attributes are valuable, rare, inimitable, non-substitutable, effectively organised.  Citing Prahalad and Hamel (Prahalad & Hamel, 1990) in their work on the core competencies of the organisation they investigate the dimensions of capability in creating strategic advantage.  

Reward 

Milmore et al use Armstrong’s definition of competence related pay:  Competence – related pay is defined as ‘a method of rewarding people wholly or partly by reference to the level of competence they demonstrate in carrying out their roles. It is a method of carrying out their ability to perform’ (p.416) Their discussion also includes the combination of knowledge, skills and abilities and the focus on the job- holder to ally skill with other attributes but within the highly contextual basis of the organisations needs. 

Milmore et al (p.377) discuss the issues of new knowledge and the shift towards knowledge workers. This arguments is supported by their claim (p.389) that there are two issues concerning the management of knowledge; the first they say is the number of facets relating to the knowledge that have to be managed the second relates to the meaning and nature of knowledge itself. The facets they identify are means for storing and identifying information, secondly developing a learning culture and thirdly the strategic perspective. Their method of delineating knowledge management distinguishes between human capital, intellectual capital and social capital. This distinction provides a basis for identifying skills within human capital, adding value to intellectual capital, both contributing to outputs using a social capital context as the processes. 

Reward and in particular skill – based pay are discussed by Armstrong though not in relation to specific skills. Armstrong (p.315) indicates that the organisation’s motive for a skill – based approach is to raise the skills base, to enable flexibility and for a lean workforce. Operationally he suggests a model for arranging skill – based pay which defines skill blocks or module, arranging a hierarchy, linking pay to the skills needed and the hierarchy of achievement and training for these.  

Rudman  (Rudman, 2002) suggests that skill based pay is set at the employees level of skill, knowledge or qualification (p.558).  Rudman cites Armstrong  (Armstrong, 1996) who in addition to linking skills with pay progression also refers to this approach to reward as a people – based one rather than a job based one. Whilst in principle he argues this is a people – based approach the onus is still on the employer to determine those skills. Citing Armstrong again Rudman does cover the issue of rewards being linked to a wider range or higher level of skills to different jobs or tasks and not prescriptive or just within the scope of a defined job.These concepts and global approaches to human resourcing issues are taken up by (Mondy, 2008) (p.295), who like Rudman (p.558) discusses skills generally and operationally in relation to direct financial compensation. Mondy’s approach to skills acquisition is for efficiency gains by enabling versatility of staff and as an approach to dealing with turnover. 

Development

Limited discussion of skills analysis is covered by Dessler et al (p.262) (Dessler, Griffiths, & Lloyd-Walker, 2007). It is not clear if this discussion relates to generic or soft skills. Dessler et al also discuss general skills in relation to wage and salary design and competence. Competence – based pay (p.388) is based on the range depth and types of skills. They include the concept of horizontal and vertical skills through deepening or widening of the employee’s skill base (p.106). Pilbeam and Corbridge suggest this is done through the use of competencies and again indicates what people have to do and to a standard.

Harrison (p.269) takes a problem centred – interventionist approach in determining key task analysis criteria for determining training needs and provision. The task analysis is based on competency and standards. Harrison also (p.271) investigates the role of interpersonal skills required in face to face situations, effective interaction, leadership and teamwork suggesting their inclusion in job analysis and training. She comments that these are difficult to analyse. 

Routledge and Carmichael (Routledge & Carmichael, 2007) focus on management skills. This is an indication of the types of skills useful towards mastery. They developed the ADAX model (p.7) of Awareness Decision Action Excellence to be pursued towards a range of self traits. Cite Kolb (p.13) they say that learning is the process whereby knowledge is created through the transformation of experience. They too discuss skills within a competencies and competence model (p.15). This they add is based on consciousness and unconsciousness and may be similar to the concepts of the Johari window (p.33). They investigate the ‘nature of beliefs’ as fundamental to the decision to pursue skills and the method in developing skill.

Their argument based on Vroom’s expectancy model and the belief in the likelihood of developing the skill and having a value on it. This is explained as self efficacy (p.43). Their explanation of this is via a belief audit showing that a high expectation of success in achieving a skill leads to performance of the skill. 

Routledge and Carmichael also cite Argyris and state that the door to self development is locked from inside. No-one can develop anyone but themselves. This approach requires Attention Reflection, Inventories. This view supports my research in that a skills framework can provide this and from the individual’s perspective. They also include in this discussion a look at learning traits, personality types and traits and acknowledging personal differences (p.63). They stress a high correlation between high self – efficacy and performance.

Human Resource Planning

Taylor’s focus on human resource planning addresses the issue of skills in relation to planning for skills and not planning for people (p.71). Not specifying trade or generic skills he does include a concept of soft human resource planning. This is to meet soft HR goals such as cultural and behavioural objectives and attitude.  Taylor suggests that systematic soft human resource planning can be an indicator of necessary shifts in ability and attitude. 

Rudman’s organisational perspective rejects the notion that there are other skills which the individual has acquired and still wants to develop. Even if the reasons for the potential exclusion of other skills are that they are not corporate based, it could lead to a dormancy of those other skills.  

Rudman established 5 steps to introducing skills – based pay: Define blocks or clusters, which he equates with competencies; arrange in a hierarchy or sequence showing transition to levels; determine pay levels against demonstrated mastery; decide on assessment; provide training. 

Rudman keeps reference to specific skills absent from the discussion, suggesting these are to be determined by the organisations operational and strategic needs. Similarly the organisation can identify those skills which have greater value and remunerate accordingly. Some of the power to do this and pursue further and broader development needs to remain with the individual. It is this futures and self – developmental philosophy which I address.

Some Contemporary Perspectives on Human Resourcing 
Redman and Wilkinson (Redman & Wilkinson, 2006) discuss aspects of generic skills and pose problems around the issues of transferability. Transferability gives a level of power to the individual in the labour market (p.110). They also suggest that generic skills are associated with racial and sexual stereotypes and can legitimise and reinforce prejudice and disadvantage. They add that the development of generic skills at best is highly regarded but often seldom rewarded or developed in low level employees. 

This discussion supports my argument for some of the control in determining and deploying skill remaining with the individual. Redman and Wilkinson (p.114) state that; in practice for development to be effective individuals need enough discretion and challenge in their work to exercise their skills. This discretion they suggest is constrained also by rigid hierarchies, narrow job descriptions and costs. 

(Bach, 2005)Bach’s  focus in earlier editions was on transition – primarily on the transition of the company and achieving best fit for the individual and the company. In chapter 2, Sisson focuses on European Integration. One of the 3 dimensions for this is Social integration (after Economic and Political). My main interest here is on the concept of benchmarking for Europeanization in that the concepts might be informative in developing a model for a global approach to skills. 

In Chapter 3 Edwards and Ferner discuss the contemporary management of the human resource from the collective view and references to the ‘standardisation’ of company activities e.g. policies and organisation charts. They say that a widespread development across countries was the erosion of ‘mass production’ and the adoption of ‘flexible specialisation’ in which multi – skilled employees operated flexibly within teams to produce goods and services tailored to the particular tastes of consumers. (p70). Here is a theme of convergence which I am interested in regarding skills. My interest is in the retention of the individuality of the person. A convergent framework would be useful for the identification of skills which the individual can develop, use and demonstrate in whatever culture and context is retained by the company or the country. 

Edwards and Ferner discuss culture and skills and naturally refer to Hofstede (p.83). They cite Black’s (1999) use of national culture to discuss variations across countries. This is in relation to ‘masculinity’ as Japan feminine such as Sweden. The discussion relates to employment relations and unionisation and that these factors are causal in playing an exogenous relationship.

They add that in the United States, it is up to the individual to identify opportunities and take them via university programmes. This produces marked levels of variations from elite achievers to a large pool of unskilled. Keep (p.213) refers to a national employer skills survey (NESS) of 72,100 English establishments focusing on who trains and on what.  The training focuses on 3 areas; to meet skills needs in the productive process, to meet legislative requirements; and professional managerial training. The survey found that the increase in training occurs with occupational status and that part – time staff especially females are disadvantaged in the distribution of training.                                                                                                              

Keep discusses Gratton (p.28) who asserted that as we move into a new century, skills and learning must become the new determinant of the economic prosperity, innovation, and social cohesion of our country. Gratton claims that knowledge and skills drive innovation and change. Gratton suggests that the focus on financial capital for competitiveness is no longer the principal purpose and that human capital and the ownership, training and deployment of this is a parallel focus. I envisage also that this development, ownership and deployment of human capital (via skills) will move more into the control of the individual. 

Keep goes on to discuss then notion of best fit approaches and asserts that the notion of a universal best fit model is pointless; which may contradict my notion of a framework. He supports this with an analogy from marketing in that product markets are segmented with different types for different tastes (and costs and quality). He cites Boxall (p.217) who claimed that this segmentation has implications for how people are managed and trained. I continue this analogy with a generic skills framework as the broad product that the individual then modifies and attaches to the segmented organisation. Keep continues the discussion with the non-existence of a universal movement towards higher skills. This argument is fundamental to this research. 
Keep’s discussion p. 225 on the contextual approaches to workforce development supports my expression of the need for a broader context. This confirms my intention for development of generic skills in tertiary education, work, and a broader context including the volunteer context is supported here (p.230). Even though it may only be regarded as a starting place for the development of skills the individual may not be able to get a job without skills. So the problem of getting the skills in the first place might be alleviated.

Becker et al (Becker, Huselid, & Beatty, 2009) have as a subtitle: Transforming Talent into Strategic Impact which represents the focus of this book. Endorsed in the foreword by an advisor from Goldman Sachs and elsewhere in a range of testimonies from senior strategists form a range of corporations such as Cisco, Novartis and IBM it supports an alternative argument; that while people are important it is not they that are put first but the strategy. The whole text refers to getting the strategy right and then shaping the people to be flexible and responsive to this.

This is an alternative view of the ‘fitness’ of the people resource and so I was interested in this perspective. The central point is supported by the argument that most firms do not have a workforce strategy (p.xi). In winning the war for talent and having people – based initiatives firms only look strategic. These authors suggest a differentiated workforce strategy by developing strategy first and then developing a workforce that executes it (p.2). They said (p.4) that effective business strategies differentiate your company in ways that customer’s value and competitors cannot easily copy. This determines where you invest, in what jobs and who is accountable. 
Becker et al develop the concept of “A”, “B” and “C” positions (p.50): ‘A’ positions have strategic impact affecting the firm’s strategic capabilities and high level of performance and performance – related pay. This contribution to added value – this differentiates them as individuals. Their mistakes are costly and are personality and focus-laden roles. These positions usually comprise less that 15% of the firms positions.

“B” positions are the support positions. They support the wealth creating positions and incur costly mistakes. They follow processes and most of the positions in organisations are B.

‘C’ positions have little economic impact and tasks are repetitive. There may be many surplus ‘C’ positions. Poor performance of C’s is often tolerated and they are easily replaced. There is little reference to, or discussion of, skills in the text but skills are inferred in terms of wealth – creation and talent. They discuss the issue of measuring talent and refer to capitalizing investment in skills and other intangibles such as Research and Development (p. 52). 

Paauwe (Paauwe, 2004) like Becker et al and is interested in the strategic focus of HRM and the  financial performance and the measurement of this. He discusses Huselid et al (p.1) saying that advanced high performance work practices imply increases in sales and market value per employee. The 1990s were the key years in the development of ‘competitive advantage through people’. Paauwe observes the tension between strategy and the human in human resources (p.4). Paauwe states that the overlap i.e. keeping the strategic and retaining the ‘human–ness’ would develop a unique approach for sustainable competitive advantage. This view shows that Paauwe retains the person aspect rather more that Becker et al.
Using Mintzberg’s ten school theory, Paauwe discusses three prescriptive schools which are design, planning and positioning (p.11). The process for the dominant disciplines for strategising are; planning and systems based initially. The remaining seven schools are entrepreneurial, cognitive, learning, power, cultural, environmental, configuration and the dominant discipline is psychology. Each of these disciplines is related to the generic skills suggested.
Paauwe (p.36) resurrects the context of institutional theory by arguing that it can encompass change and agency in deinstitutionalisation. He argues like Pilbeam and Corbridge and Dessler et al that the context is based on ‘fit’; horizontal (internal) fit and vertical (strategic fit) but then cites Wood (Wood, 1999) who adds two other types; organisational fit and environmental fit. 
Limitations of Future Research
For this investigation into the value of skills this discussion is essential. Paauwe questions if the ‘fit’ approach is enough and suggests (p.37) ‘We need a theory to assess the relationship between a set of HRM policies and practices and to explore how these relate interact or are influenced by the context’ He also asks; ‘How can we develop a theory that will make it possible to generate hypotheses about the relationship between HRM and its wider context. 
Limitations may exist within the evolving contexts Human Resourcing operates and in determining those contexts for a comparative study of the effect of a generic skills approach to utilising talent. A longitudinal study of the value of the individual as a human resource from an organisational perspective and an individual perspective now and in a new emerging context after the recession may be possible. Limitations could be reduced if time frames are determined for the beginning and end of the recession and a measure of the influence of the individual in determining the deployment of skills is created. 
Conclusion

My response to Paauwe is that the context for people development needs to include arenas outside of HRM and the institution, more relevant to the individual resources of the self and in a broader social context. The context needs to be self- managed and integrated into the organisational context by both the individual and the HRM function. This will change the passive responses to organisational control and manipulation from outside the self to self determinism, self management to fit within the organisation’s needs. The individual becomes the manager of their own resources in a new approach which I have termed Self Resource Management and in which skills are the dynamic function.

This theme is also supported by a later discussion about ‘new institutionalism’. Paauwe (p.42) cites Lammers et al (Lammers, 1990) who said that new institutionalists believe in the non- rationality of processes whereby people conform without thinking to social and cultural influences. They state that these normative influences are ‘taken – for – granted assumptions in which actors perceive as part of their objective reality’. 

There is a  reference to isomorphism from DiMaggio and Powell (DiMaggio & Powell, 1991) in that  organisations are becoming structurally identical and caused by factors such as convergences of management policies, structures, professional training programmes, and the mimetic development of these. The ultimate aim of these convergences was to compare added value and measure of the benefits of investment. Later in the text Paauwe refers to the context of prevailing market forces (p. 90) and that the free market is embedded in a socio – political, cultural and legal context. This comes with a further reference to isomorphism and its influence on the shaping of HRM. I assert that in creating a skills framework, there is a social and individualistic context. It could be argued that this embedded framework may add to the isomorphic tendencies of HRM. However it is not the institution which should lead the design or ownership of the content and the context of skills development, it is the individual. This should be based on the individual’s own unique experiences. These experiences may be limited if they occur within the usual isomorphic contexts for developing talent. There is no way around this in the current contexts.

Paauwe (p.92) shows the place of the individual as last in line for the effect of the strategy to a dominant coalition of ‘actors’ in shaping HRM policies. There is with no reference in strategy development to the individual but only emphasis on the individual’s value in business performance. The implications from this text by Paauwe and its strategic theme and the text by Becker et al with its theme on strategy not people, strongly suggests the need to return at least some of the power to the individual. Skills return the individual focus and locus of control over the development and use of the self and the choices of the contexts for this. HR and organisational people policies have largely been collective within the HR function and within the role of Trade Unions. 

This collective approach has forfeited self-determination. There is a potential for change so that the individual can choose to strategise their personal development to align it with the corporation’s. This will enable the individual to be more competitive within the corporation’s competitive framework and outside of it. Frameworks provided by HR, organisational structures, national culture, legislation, ownership, governments, Trades Unions, are constraining the organisation and the individual. They too are isomorphic and focus on institutional determinism not self- determinism.

The identification of the skills framework creates the genetic framework on which an individual carves her uniqueness. The architect of the Self Resource strategy is the individual. The creation of self capital can commence with a self audit of skills, of gaps and of futures. The individual has a directional role in development of the self and the skills. The individual is the active supplier of skills within the social capital context including a broader range of arenas than just work. This approach also closes the power–distance in people management as discussed by Briscoe et al (p.291) (Briscoe, Schuler, & Claus, 2009). They also address performance management and the location of the power in the self.  Human Resource strategies and recruitment and best fit has been discussed and the power to determine best fit may be swinging to the individual. 
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