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developing economies. Pakistani organizations didlag behind. Many organizations renamed
their personnel or administration departments witihman resource departments/divisions. But,
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is ‘How are the organizations which renamed thedmanistration or personnel divisions with
Human Resource Divisions, delivering HR serviceteims of these four roles of HR business
partnership?” We asked this question from two ddtigroups of line managers of a health
sector organization of Pakistan with an objectivee dompare the matched or unmatched
expectations of line managers. The two groupsrad anagers included i) the HR Service
Providers or HR line managers and HR Service Recgier Non-HR line Managers. We used
survey questionnaire, confirmatory interviews awtiqy documents of the organization in order
to conduct our case study. We found that the pé&mrepof HR managers differed from Non-HR
line managers about the quality of three role of:HRrategic Partner, Change Agent and
Employee Champion. But, the perceptions of botlugsdully matched about the quality of HR
Function as an Administrative Expert.
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Introduction

'‘More and more organizations around the world dapting similar HR practices because of
intense global competition. But a mere imitationHR practices in the hopes of improving
organizational performance creates no value (K&iljivang, 2006).' ‘National values remain
rooted and work-related values reveal changesctefte a modern market economy (Khilji,
2004).'

‘The literature on current state of HRM in Pakistanlimited’ and ‘very little empirical
research addresses the distinctive developmentR¥ kh Pakistani context (Jhatial et al.,
2009)." In Pakistan, HRM is ‘passing through emhigcstage, as many organizations have
restructured their personnel division as Human BReso Division (Khilji 2005)." ‘HR
practices are new (Zafar, 2005).” ‘There are nat teany organizations that employ HR
appropriately. HR is misallocated and misdirectedR .id not properly directed, appraised,
managed and supervised in Pakistan (Abbasi e08B)2 According to Zafar (2005), ‘even
multinational and international organizations aot fully focusing on HR practices as they
focus on the functional areas of their organizaifiike Production and Finance).’

On the other hand, Jhatial et al (2009) argue‘thistriminatory colonial legal-administrative
frameworks that have a significant impact on HRMigees and practices are still present in
modern-day Pakistan. Khilji (2003) also stated thyaart from the indigenous traditions and
religious injunctions, British colonial past andi@nt Americain influences are central to the
development of now HRM practices in the countrye@ifrom Jhatial et al., 2009). Khilji
(2003) also argues that Pakistan has been underalybacademic and corporate influences of
United States. The question that arises is thatwhat extent the practices of western world
have penetrated inside Pakistani culture? as BudBw2ebra (2001), stated that globalizing
markets in Africain and Asian nations challengee tfeneral application of Western HRM
which rigorously demanded to comprehend the nalticuléure.

Above all, Khilji (2002) also claimed that ‘Pakisteemployees are ready for a change and
call for managers in Pakistan to reassess the nefetiseir employees and opt for novel
approaches to human resource management.” A stud$hiji (2004), on the process and
outcome of revampinglR systems in banking sector, represents that tanger cohort of
employees has experienced a transition in theurevaystem and expects a different set of HR
practices.’



Lalani (2007) also claims that utilization of HRaptices is better in private sector of
Pakistan. In her comparative study of on four (gie and 2 public) leading hospitals in
Sindh, she justified that it is due to the existet a distinct HR Function. But she also
criticized that ‘although to some extent HRM invatie sector has been introduced but the
required kind of HR manager and skills are not labé adequately, yet (Lalani, 2007).’
According to her study findings, only one out fomospitals had well established and
functional HR department integrated into its set We selected this hospital as our case
organization. The organization is a not-for-prafitiversity hospital with its Head Office in
Karachi. It has its operations in other countrid® INairobi and Kenya. In Pakistan, it
employs more than 9500 employee.

In this case study, we tried to address three lipsstions: 1) What are the perceptions of the
line managers (HR & Non-HR) about the quality of H&hction? 2) What are the differences
and similarities among the perceptions of HR & N#R-line managers? & 3) What are the
perceptions of these line managers about current gddyyrams and processes of the

organization?

Theoretical Framework

‘The world economy has become more competitive ghobalized (Rennie, 2003).
Information and communication technology forced tgource-based economies to shift into
the knowledge-based economies. ‘Competitive adgentar organisations, also, shifted from
financial capital and technology to the investmarttuman capital, knowledge and employee
commitment and enthusiasm (Rennie, 2003).” Sinyiathe focus in the business world has
also shifted from physical assets to knowledge emfidrmation, i-e; intellectual capital.’
According to the resource-based view of the firmmlan resources can provide competitive
advantage as long as they are unique, valuablajtable, and non-substitutable (Torrington
et al, 2005). ‘The demand for expertise of deploynad management of human capital and
organisational capability is growing (Edward, 200gratton & Ghoshal (2003) stated that
there are three kinds of resources that peopleepsswhich, collectively, constitute their
individual human capital: 1) Intellectual capitaht refers to fundamental individual attributes
like cognitive complexity, capacity to learn et2), Social Capital which is about who one
knows and how well one nows. & 3) Emotional Capitaterpinned by fundamental traits

such as self-awareness, self-esteem and persaegriiy. These three elements are the
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productive resource that humans own. This ascerthim pivotal role of human capital in any

organization.’

The term ‘HR Function’ refers to ‘organisationalsegms and processes within firms (for
example, staffing, hiring, recruiting, communicatiand compensation) that govern how
work is done (Ulrich, 1997)." HR Function has bdaning many challenges in terms of its

existence and contribution. ‘Some leading HR marggelieve that HR function is now at

crossroads (like Edward, (2004)): either it hasttow a worthwhile contribution to make or it

will find itself merely a contract manager of adiles done by others (Peter and Williams,
2003)." ‘Large-scale transformational change is aoly desirable but necessary’ because,
‘traditional transactional work of HR is becomingcammodity’ as, ‘top management is

putting pressure on HR Function to reduce costeasr before (Edward, 2004).

HR Function as a Business Partner:Caldwell (2008) explained that the rise of ‘HR
business partnering’ over the last decade hasoleh tenormous growth in HR competency
models. Competencies are believed to provide a améstm for reinventing traditional HR
roles and improving the effectiveness of HR prafesals as business partners.” But he also
guestions whether these roles and competenciegfaetive? The findings of his study
highlight the intrinsic limitations of competencyodels, as well as the powerful influence of
contextual factors. He explained that ‘there argo adignificant contextual variations in
effectiveness based on the degree of change emrpedeby the HR function, how
consistently business partnering is implemente@yall levels of reduction in transactional
HR, and the patterns of centralisation—decentradiseof the HR function.” Therefore, we
argue that it is important to test the Businessneaship model of Ulrich (1997) in Pakistan’s
evolving environment and context.

According to the ‘Business Partner’ role of HR Rimw, an idea by Ulrich (1997), HR
professionals must focus on deliverables rathem th& activities. Ulrich (1997) argued that
‘deliverables guarantee outcomes of HR work. Witdivérables defined, the roles and
activities of business partners may be stipulatefd’explains that HR professionals must
perform complex, paradoxical and multiple rolestkbstrategic and operational, police and
partner) at a time, to add value to their busiress®l to achieve both the qualitative and
quantitative as well as short term and long termalgoUlrich (1997) insisted that, as a

‘Business Partner’, HR must perform four basic sqkigure 1):



(Insert Figure 1 Here)

According to Ulrich (1997), as a ‘Strategic PartnBiR helps organization by participating in
defining business goals. It not only aligns HR tetyg and practices with business strategy
but works, as well, to ensure this alignment. Wiri€1997) also guided that HR can
accomplish this goals by developing HR programs @modesses which can further establish
the credibility of HR in satisfying its strategiole. It is proposed that HR executives be
given the opportunity to sit at the executbeenmittee table as strategic partners by
adopting new innovative solutions from the marriafjscience, technology and intellectual
resources (Singh & Latib, 2005). Lawler and Mohan (2003), stated that most effective
HR deparment add value by playing business partherbut the greatest benefits occur when
HR is strategic business partner that fully pgsatés in both the development and
implementation of strategy. As a Change Agent, Hfip$ the organization in adapting the
change and shaping the culture for organizatiograwal and transformation (Ulrich, 1997).
HR can lead this change by developing HR processeb programs to ensure this
organizational renewal and transformation. Admmiste role of HR requires HR
professionals to design and deliver efficient HRgasses for staffing, training, appraising,
rewarding promoting and otherwise managing the flolv employees through the
organization. It requires continual reengineerihghe work processes. Employee Champion
role of HR, requires HR professionals’ involvememt say-to-day problems concerns and
needs of employees. Thus they can link employeéribation to the organizations’ success

by increasing their commitment and competence.

Quality and Customers of HR Function: According to Edward (2004), ‘the success of
organizations lies in focusing the activities thatp achieve strategic objectives through core
competencies and organizational capabilities.” Hpi@s that ‘to meet the customer demand
and focus HR practices on customers, HR profeslsionast look beyond HR administration
and become customer sensitive. They need to know tiv target customers are and how
existing HR practices can be tweaked to serve met® better (Edward, 2004).” ‘Survival in
today’s world demands that organisations develepctpabilities to compete on many fronts:
speed, cost, quality, service, technology, innavatiknowledge management and new
products (Edward et al. 2003).’

Thus ‘quality of service’ is one of the determirenf organizational survival and competitive

advantage. The term ‘Quality’ refers to “the confance to the requirements not the
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‘goodness’ in (Crosby, 1979)." But ‘the meaning qtality differs depending upon
circumstances and perception. Quality is a diffe@mncept when tangible products are the
focus versus the perception of a quality servidee Mmeaning of quality is also time-based or
situational (Westcott (2005).’

Thus, quality of HR function denotes the conformeatw the requirements, expectations, and
delights of the customers to the HR services. UI2005) stated that the universal value
premise is that value is defined by the receiverentiban the giver. This requiresprofessionals
to focus on what they do and more on what theywedeliEdward (2004) argues that ‘HR
professionals need to know who the target custorrersand how existing HR practices can
be tweaked to serve customers better in order tt the customer share demand and focus
HR practices on customers.” Who are the customérsiR® services? Answer is all the
management and employees of the organization. Ewvenyager, regardless of his or her
functional specialization, is on the front line péople management (Kulik, 2004). But,
Armstrong() justifies that “it is important for méxars of HR Function to remember that line
managers are their customers and deserve highsl@fgbersonal service that meet their
needs.” As the department heads, line managerthareore of HR service customers, who
interact with HR Function consistently and diredtiterms of their HR requirements in order
to accomplish their departmental objectives. At @imum, line managers conduct
performance reviews, make promotion densiand communicate terminations
(McGovern, et al.,, 1997). Christensen (2005) emsged that HR should serve line
managers in such a way that they do not attempedolve any people or organisational
matters without advice from and consultation wite HR function.

According to Westcott (2005), “quality is how trecipient of the product or service views it.’
We collected the perceptions of line managers ofcage organization in Pakistan, about the
service quality of its HR Function, based on fooles of HR function as a business partner
given by Ulrich (1997). Because, line managers @lpng to HR or any other functional
areas of the organization, therefore, we dividezghttamong two distinct groups: HR line
managers and Non-HR line managers. HR managersede&lR services, therefore, they were
considered as service providers. Because Non-HRagess, belonging to functional areas
other than HRM, receive HR services, therefore tlveye considered as service receivers.
Ulrich (1997) also advised that a perception gapragrHR and Non-HR line managers, about
the quality of HR service based on four roles of Hifction, can be fulfilled by setting the

priorities.



Data Collection

Primary data was collected through questionnaingscanfirmatory interviews (face to face).
We used original questionnaire given in his BoolR'l@hampions’ by Dave Ulrich (1997)
with a minor change of three point likert scalet@asl of five point likert scale. Based on the
authorization from HR Head (Vice President) via liailist of 50 line managers with contact
details and an authority letter were provided. Témpondents included 10 HR and 40 Non-
HR line Managers, of grades 12-14. During the sigleqrocess of these respondents, it was
emphasized that at least one respondent from egudrtchent of the organization, should be
included in the study. Data was collected in Julg August 2009. The lack of time and the
lack of the knowledge of respondents about theisesvof HRD, the responses from 37
managers (9 HR and 28 Non-HR) were collected. Aléorgspondents replied that they are
unaware of the services of HRD. Others gave theiappent time after deadline. All such
respondents were discarded from the list. The respaatio was 74% (i-e; 37 out of 50).
Secondary sources of data collection consisted BEED database, website of the

organization, online research journals, Books ahdrditerature materials.

Data Analysis

‘Conjoint Analysis is a statistical technique whishextensively used in marketing research
(product development) to estimate the impact oéctell product/service characteristics on
customer preferences for products/services (Céttidittink, 1992)." Our study also aimed at
determining the perceptions of line managers abwtservices of HR Function. Therefore,
we also used Conjoint Analysis, in order to detemrthe perceptions of line managers about
each role of HR Function as a business partner.

Before applying Conjoint Analysis, we determine@ tthescriptive statistics of the data to
check the data normalization. Then we applied ieddpnt sample t-test to test if the
difference between two groups of HR and Non-HR fim@nagers was significant.

For Conjoint Analysis, we divided the perceptiofisespondents into three categories (High,
Medium and Low) against each role of Business Rartn

Then we ranked these categories based on the meximomber of respondents, for each

group of line managers, falling in each categordegicted in Column 1: (Priority Level 1, 2

8



& 3). When applying Conjoint Analysis in marketingsearch and product development, the
perceptions of customers/end consumers are magadstathe product attributes based on
their perceptions. Hence, a product with differatitibutes can be developed with respect to
different levels of consumer demands. In our stuahg used the attributes of quality
perceptions as ‘High’, ‘Medium’ and ‘Low.” When dhresponses were gathered, we
determined the frequency and percentage of theomssg with respect to each quality
attributes. Then we applied conjoint analysis témphe to determine the scores for each
category of attributes. Then, we arranged themhneet Levels 1, 2 & 3 based on their
conjoint analysis scores. For example, the ratofgaaximum number of HR respondents (5
out of 9 or 56% of HR respondents) were ‘High’ dhd conjoint analysis scores were 8.1, so
they represented Level 1. Then the ratings of Hipeadents who rated quality as ‘medium’
was ranked as Level 2 (i-e 3 out of 9 or 33% rajedlity as ‘medium’) and the conjoint
scores were 5.3. At the end, only one respondertfd(11%) rated quality of HR ‘low’ as a
strategic partner which represented Level 3 withja@at scores 4.6. But here in data analysis
we did not represented the conjoint scores butattrédoutes of perception only in order to
facilitate the understanding of reader. Same teglenivas applied to the rest of HR roles and
the perceptions of both groups i-e; HR and Non-E$pondents were matched to observe the
difference.
For first three roles Strategic Partner, ChangenAged Employee Champion, a significant
difference was observed. For these three rolespritapf HR managers perceived that the
quality of HR Function was 'High." On the otherhanthjority of Non-HR line managers
perceived that the quality of HR Function was 'Mdli (As depicted in Table 1. Second
group of majority of HR respondents perceived dquadf HR as 'Medium' while Non-HR
respondents perceived quality as 'High.'
Interestingly, the perceptions of both HR and NdR-Kespondents about the fourth role
‘Administrative Expert' of HR Function were sameunhber 1 majority group of both
respondents groups rated quality of HR FunctiofHagh', Second group of majority ranked
quality as ' Medium'. While, there were minimum roenof respondents who rated quality of
HR as low.

(Insert Table 1 Here)



Interview Findings

1. HR as a ‘Strategic Partner. The perceptions of our respondents representedttiba
strategic role of HR inside the organization hat pegun. The respondents were asked ‘how
do they think that HR is helping the organizatiamiave its business goals/objectives?’ An
HR manager explained: ‘The objective of our orgation is to be the best hospital and
university in the world. Our HR is helping the ongaation to achieve its organizational
objective, proactively, by bringing right people fihe right job, by training and developing
HR from within and outside, through specializingdamplacement." Another HR manager
shared almost same views: ‘the objective of AKUtaes become number one hospital
university in the world is the objective of AKU witi can be achieved by ‘meeting the needs
of customers’ by providing quality of care. HRD pelin achieving this objective by
recruiting, training and developing high qualitycditty and staff.” HR policy of recruitment

department of the organization also states that:

‘The recruitment department aims to assist supersisiepartment heads in
recruiting and selecting suitably qualified higHilmee faculty and staff for

vacant positions in a timely manner.
The department achieves this by:

Helping the institution assess its immediate andglaerm resource
requirement and ensuring that it has an approprnataber of qualified

employees to fulfil these requirements.

Providing opportunities to existing employees t@lador vacant positions
in the institution to motivate them and help thesarh new skills for their

further career development.

Selecting the best candidate for the job, purelynanit without any discrimination’

An HR respondent explained that ‘We are trying thieve our strategic objectives by
partnering with our line managers for quality impement, capacity development and
succession planning.’ He also stated that ‘we ka#pmanagers informed about how our
(HRD’s) customers feel' by tracking changes viagatove internal and external marketing
surveys.’

Among Non-HR respondents, only few optimistic resges, regarding the strategic role of
HR Function, were observed. Some gave simple omsniike ‘HR is helping very much in
achieving its strategic objectives.” Or ‘HR is glay a strategic role and has its influence in

strategic decision making.” But a detailed justifion came from a manager of university
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services as she stated: ‘The objective of universito enhance research of international and
universal acceptance and HR is helping our orgéinizan achieving its strategic objectives.
A great example is in form of hiring and promoticriteria. We are producing quality
graduates. HR is contributing in form of hiring tyapeople to work and teach. HR assisted
us to hire quality faculty members. Technical gieest come from our side while behavioural
questions come from HR. Recruitment and promotiare the examples. In Pakistan,
qualification criteria are set by PMDC (Pakistandibal and Dental Council). HR would not
go for any candidate if he does not fulfil thesiecia. Similar is the promotion as we need
better experienced and highly qualified HR facuymilarly a person is not promoted until
and unless he does not fulfil criteria of PMDC and organization itself.” This group of
Non-HR respondents shared following opinions: ‘HRrtigipates in strategic decision
making.” Or ‘Probably HR is playing a strategice@nd has its influence in strategic decision
making.’ Or ‘HR is playing a strategic role with chem quality but HR cannot pay attention
to individuals’ needs and personnel strategic diyes.” Or ‘There is ‘Yes and No’ situation.’
These respondents seemed expecting more from HBhvidiapparent from their opinions:
‘HR does not go beyond expectations.” Or ‘HR p@vates in top level decision making. But
available contribution is still to be seen. Theystanalyse how to achieve the objectives and
then align their policies with those objectives.’

Influence: Just participation in defining business strategynot sufficient. The strategic
intent of HR also requires that HR has abilityriiience in strategic decision making. Non-
HR respondents of the organization did not agrabisperspective. A respondent stated that
‘Influence is a ‘way ahead’ and more interactionhwnanagers and employees in needed on
strategic part.” Other responses gathered from NBrrespondents included: ‘HR is only by
name. HR does what it is said to do. It has infagelny name only.” Or ‘HR just follows what

it is told to do.” Or ‘HR has no influence in longrm planning. It is the clinical side that
dictates and sets the requirements. (HR is plagipassive role regarding Lahore Project.)’
Or ‘HR has no weightage or influence in strategcision making. Real job is being done by
someone else.’

Developing Programs and ProcessesStrategic aspect of HR requires HR Function to be
proactive by developing programs and processeshwdoatain strategic influence like long-
term HR plans, policy making and policy revision.e&n HR manager described the scenario
as: ‘We are moving towards proactive role by rewmaour 15 years policies, to achieve the

vision of BoD.” A further detailed explanation waso perform our strategic obligations, we
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send our 3 years, 5 years and 15 years strategjections to the committee by circulating
them to presidential level. As per presidents'orisitwo main positions 1) Head of HR & 2)
Head of Finance play major role in Strategic DerisMaking of the organization. The
creation of a special post of Vice President HRyagt a year ago, is the greatest example of
the strengthening of HRD inside organization. Ryesly HR director was heading HR
department. But, now Vice President HR is headmggdrganization after the President. This
is the change that came from within HRD.” Managaeo reported the restructuring of HR
teams from ‘Specialist’ HR role to the ‘GeneralidR role.

In contrast, majority of Non-HR respondents did agtee with the views of HR respondents.
For example a Non-HR manager stated that ‘| darétany proactive role of HR. They get all
the directions by top management and follow thetreyTneed to be proactive, themselves.
Feedback process of HR in top decision making isstrong. Promotion process is pretty
subjective and evaluation form does not help inabsessment of the amount of performance.
Career planning is a great issue; People partigylamior staff do not see career path ahead.
HR must identify potential people and promote them.

Among the strategic processes and progradgcession Planningwas observed as a main
iIssue, among the departments which provide suggovices to the organization like Sports,
transport, Tourism, University Administration efthe Non-HR respondents of these areas
shared the perceptions: ‘Our career growth is staignOr ‘Proactive role of HR is missing.
We don’t have career path. We reported HR, VP aB® COur staff is suffering from the
iIssue of succession planning.” Some respondentstegpthat it has been many years that
they were working on their current positions. Feample, a respondent stated ‘There is a
need to develop career ladder. If | leave, therailvdbe no second man. There is
discrimination among the departments. | am workangthis position since 9 years doing
routine work. There should be some change. Caezltel should be improved.” Another
comment was ‘In certain areas, there is no cassieldr.’

Other issues requiring strategic attention includextkload, employee retention, employee
branding, training, its evaluation and linkage wpgrformance, etc. For example a manager
stated that ‘HR is linked with staff recruitmentlipg while it is restricted to T& D. HR has
no concern with its proactive role. No one pushemione attends the training course. There
is also a need to link training with performanat’the time of our studyannual employee
turnover inside the organization was 14%. More than 960pleyees were working inside

the organization. This signifies that on averagd4l&mployees leave the organization

12



annually. Organization is a medical university dmaspital, also owning its nursing school
from where it can hire human resources annualiil, &placing 1400 employees annually is
a great cost. A NHR manager commented about higiover in following sentences: ‘HR
must devise a strategy to retain staff. Quality msethat customers should be delighted. In
our department we have ‘patient-physician’ relagtup. We have to deliver results in form of
accurate and in-time diagnosis. We have to retamodgHR through training and
compensation. We need technicians who are skilexerienced, trained and have
technological knowledge. Here workload is high. Wkhee technician leaves, it affects the
guality of our services. Each new employee neeuds to be trained, which is another cost.’
Communication Gap: Dissemination of HR policies is also a respongibdf HR function.
The responses of Non-HR respondents give an indicaf communication gap among HR
and other functional areas of the organization. Thenments that Non-HR respondents
shared were: ‘We are ignorant of how training snpled and how its impact is determined.’,
or ‘Information dissemination is not up to the macr ‘communication is restricted to the
top management only.” A manager recorded his comiglén following sentences: ‘Quality is
almost ‘non-existent’ and strategic role of HRds,a whole, missing. | don’t think that HR is
performing a strategic role. Do they determine HRds for next 15 years? Where are they? |

don’t find any.’

2. HR as a Change AgentWe observed three main changes inside the HR famadi the
organization which were also reported by our redpats (both HR and Non-HR). These
changes involved: ‘Creation of the post HR HeadRof the organization’, ‘restructuring of
HRD teams’, & ‘Automation of systems and procesbgsinstallation of human resource
information system ‘People Soft.” These changeslmamperceived as strategic in nature, as
well.

Though Non-HR line managers acknowledged such @sabgt they were expecting more
from HR. They shared the opinions like: ‘The roféalange agent’ is yet to see. More work
is needed to be done for CA role of HR.” Or ‘Théerof change agent is invisible.” Or ‘HR
doesn’t push for practical change. There is thednglechange policy affecting through
independent departments. Every department haswits @Qibla. HR needs to be customer
friendly.’

Appointment of VP HR: A few months before we started this study, a nest pf Vice

President (VP) HR was created. VP was hired froma@a who is, currently, leading the
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organization after President of the organizatioothBHR and Non-HR managers were having
a high regard for this change. Before this, a Domeavas heading HRD like all other
departments. But after this change VP was the sebaghest post inside the organization
after President of the organization. A Non-HR regfent described that ‘We are impressed
by the change in form of the post of VP.” Non-HRpendents had some expectations, as well
as, some reservations, about this change as $tgtadNon-HR manager: ‘Restructuring and
the creation of new post of VP have brought theeetgiions of changes in the role of HRD.
Entire Hospital and University is changing. We a¢éspect enhanced flexibility.” A Non-HR
respondent commented: ‘Change as VP HR seems iampoBut the question is that how
much power and authority, the board is giving hé&fbther non-HR respondent described
that: ‘Change of management style is necessaryeXgect attitudinal changes from VP. We
expect that she would be a ‘good listener and waoadcept divisional issues.” Another
respondent explained ‘VP is a big change despde ttie people feel uncertain because of
sudden change in the higher level. Yet, restructuis essential.’

Restructuring HR Teams: Currently, the restructuring of HR teams was unp&rcess.
According to HR respondents, previously HR has h@aying the role of specialist, but, now
the role had been shifted towards ‘generalists.’g¢Rsonnel were divided into three different
‘Unit-based’ teams: 1) Medical College; 2) IETD,S)hool of Nursing. Non-HR respondents
were also acknowledging this change as stated teg@ondent: ‘The change that we have
observed inside HR is ‘the split of HRD in to ubdsed teams.' But this respondent also
stated that: ‘It is good somehow but there remaéncdhances of leniency if the same person is
doing the job. Change is good for individual butermhyou inform and change, then, people
may not be satisfied. There is also a need to ceplae old information with the new ones.
HR is decentralizing but more is needed to be dateElectronic attendance sheet is a good
example of the decentralizing of organizationalcesses.’

Automation of systems and processesThe respondents (both HR and Non-HR) also
acknowledged the implementation of Human Resounterrhation System ‘People Soft’
inside the organization.

Perceptions about ‘Training and Development Divisio’: As a change agent, HR
respondents appreciated the innovative researcheduadation programs’ of ‘Training and
Development Division’ like 'Early Child Developménand other electronic and web-based
training. Some Non-HR line managers also appretitite efforts of ‘T & D’ their opinions

were: ‘Training programs are good.’ Or ‘T&D courdik failure causes analysis, root cause
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analysis, tools, continuous education are good. ‘IOlike ‘Lunch and Learn’ training
program.’ & ‘Orientation is a good program.’

But majority of Non-HR respondents had some olpesti as well. A manager stated that
‘The role of change agent is also non-existent.r@hi® no proper training delivered. Same
speakers come to address in the seminars andisheeed to invite foreign speakers as well.
T&D must determine the return of training throudgh proper evaluation.” Similar comments
were recorded from another Non-HR respondent: ‘T&Bpartment has fixed training
programs that they provide to all employees. HR finasd systems that they follow. Thus
change agent role of HR is almost silent. Reviewalicies is the basic issue.” Others stated
that ‘Many training programs do not relate.” Or &k are no specific training programs but
all are tailor-made.” A NHR respondent explainedttiChange should come at the 'very end’
i-e HR, not at the departments, that is only pdesitHR head is strong. People are moving.
Certain standards are supposed to being met. HRuwde for good quality programs but it's
not happening. HR should intervene in budgets arah€ing.’

Future Changes Anticipated: It is important to describe here that a Non-HRpoesled
reported ‘It is for the first time that HR arrangexeetings with us, which have not been done
previously.” We also asked respondents about theduwchanges, that they anticipate inside
the organization. An HR manager stated ‘there isdn® change the bureaucratic style of
management that results in slow processes andrbaggonse times.” Another HR manager
stated that ‘the required change is the culturahgle by management and employees in order
to change mindset developed or created.” He sttitat ‘practices like job rotation, and
leadership development need to be enhanced in trésrsure the changes.’

Non-HR line managers expressed the changes refatidd review of policies, flexibility of
work hours, need for more customized training paotg etc. A respondent talked about the
need to review salary structure: ‘There is a needeview policies for example ‘salary
structures’ are same of 1985." Another respondsked for turnover reduction: ‘There is
need to retain staff because of high turnover. @heialso a need for proper updating of job
descriptions inside the organization. Pay increiaseeeded to influence quality.” About
working hours, a respondent explained that ‘Thera need of ‘shift differentials’ for nurses.
They need flexibility in work hours and schedulgsny outstanding nurses are sitting home
because they don't find flexible shifts.” Aboutitiamg programs, a respondent commented
that ‘General programs are more prevalent. Therehe requirement of customized

programs.” About the organizational politics, a p@sdent stated that ‘blaming, finger
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pointing and negative behaviours bother employédioas and employees feels personally
very insecure. We realize that it needs severataite’ A Non-HR respondent informed us
that ‘Health and Safety is separate from HRD. I'dknow why. In fact, Health and Safety

comes under HRD.’

3. HR as an Administrative Expert

Administrative Efficiency, Management Style and Aubmation: Some non-HR
respondents liked ‘recruitment and selection’ job #hey shared the opinions like
‘Recruitment’ is good job.’ or ‘I am extremely sdiged with HR and its administration. When

| was hired, | felt as | was some VIP.” Bureauarathanagement style and lack of
technological implementations influence the respotime of processes. HR respondents
admitted that ‘there is need to change the burafiucstyle of management that results in
slow processes and high response times.” Anotherddpondent explained that ‘we are stuck
in procedural and administrative work (paperworll aecord keeping) rather than paying full
attention in training the staff. These issues hinu#& strategic activities because we have
limited training staff and limited technological pport. Thus we need more apt use of
technology to reduce redundant activities.” Soma-N& respondents criticised that: ‘Hiring
process takes time. It does not matter whetherrttapat is suffering.’ Our experience with a
NHR manager from Clinical/Hospital area is an ideaample of bureaucratic style of
management. The respondent presented us a docufoerjring of two doctors that
contained signatures of almost 8 authorities. Ty@ieation was under process since more
than six months, as reported by the respondentr@spmondent expressed his views that: ‘HR
response time is very lengthy. There are almost®8dteps for hiring. Look at this application
that we have processed for the recruitment of taats for our department. The application
moves from manager to Chief, then to director efdepartment. After that it is forwarded to
CEO, then COO and then to PVB.” Another NHR persbared his experience with respect
to the previous organization where he worked. Héedtthat ‘The quality of HR is not better
than the previous organization where | have beerkimg. HR quality is the quality of
relationship between organization and employee.oAting to my personal experience the
operating efficiency is not very good. HR was nadgared for the position created for which
I am working. | haven’t found office yet. It's naty office where | am sitting. There is no
computer, no printer & no telephone yet. | repoiitdel, they replied that it's the duty of IT

Department and the case is still pending.’
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A Non-HR respondent justified that ‘Efficiency isw@o-way process. | think HR is efficient
because | am efficient. | think that HR is doingopdgob.” Contrary to this opinion, other
Non-HR respondents had different views. Accordmg tNHR respondent, who was heading
the department, ‘Operating efficiency is not goodrhy department. Look after of the needs
of employees' is not ok. When we need personnehamdsk them, they send all CV's to my
office instead of screening all the stuff, themsslV It is also depicted in HR policy
documents that ‘HR will forward all applicat®nfor the position to the department
head/chair or Chair of the search committee applicable, for screening and initial
short listing based on the job specificatibfbis person was quite right in his complaint.
HR policy of the organization also describes thdtemw requisition from department is
received, HR sends all short listed CVs to the hidatepartment for screening.

HR respondents accepted that the response timghs But, they had expectations with the
undergoing automation of HR processes. They pexdettiat the implementation of HRIS
‘People Soft’ would reduce their workload (paperrkvand record keeping etc.), response-
time and transaction costs. Thus, administratifieiefcy of HR Function would increase.
An HR respondent talked about the complaint of sasp time: ‘We are trying to cut down
unnecessary quotient processes. We have recenglgnmented 'People Soft' HRIS inside our
organization in order to reduce costs, eliminat@meaessary data and to increase time
efficiency. The examples of process improvementuste quality circle, medical process,
employee checklist, (no) clearance in case of leavihese processes would be implemented
in a couple of months.” Another HR respondent adsplained that ‘We are living in
bureaucratic type of management styles which inites response times of the processes. A
number of persons need to be called upon for alrewsty type of work. This requires
changes in form of quick response requirements stndctural changes. Through the
implementation of ‘People Soft’, we would reduce tiesponse times.” An HR respondent
also described that ‘we are consistently revisiiRj$‘People Soft’ to make it user friendly
so that customer demands must be met within in fimes. It would also strengthen the
facilitation role' of HRD.’

Training and Development and Appraisal: We have already stated that Non-HR
respondents admired the job of ‘Training and Dewelent’ division. They liked the
programs like ‘Orientation and induction’, ‘Lunchhda learn program’ etc. But a NHR
respondent criticised the implementation of ergoiesnmside the organization. Ergonomics

training is a part of initial orientation prograithis person had covered the light that with a
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paper, that was shedding light directly into hieeyThe person criticised that ‘Where has
gone this ergonomics. | don’t see any applicatibergonomics. You can see this light. |

have tried to cover with a paper. It's gonna makebind. This office is in the basement of
this block (building). When it rains, the water exstin this office and all the carpet becomes
wet.’

NHR respondents criticised that ‘There is no propaining evaluation process.” NHR

respondents also criticised performance and ambragstem. According to a NHR

respondent, ‘Their feedback process is not vegngtrand ‘major improvement required’ is
normal.” Another stated that ‘Appraisal form is qaroated. Notice the grade increase of
staff.’

Both HR and Non-HR respondents liked the work-emvinent and research culture of the
organization. They seemed more satisfied with thwmiaistrative role of HRD relative to SP,

CA and EC roles of HRD. But Non-HR respondents @eéwiR as a dictator and policeman.
Some also shared the opinions like ‘HRD is policemddR is working as a dictator’, and

‘HR behaves in negative manner. Non-HR respondemtsited more autonomy in

recruitment and selection, as a respondent statdWhen we make individual selection in
our departments, HR jumps into.’

A No-HR respondent also criticised that ‘Unequalmpensation is prevailed.” About

reporting system, A Non-HR respondent stated thaits ‘not clear that which department
reports to whom and whether HR comes under CEQotler complaint also came about the
promotion system, as a manager stated that ‘Therdlaws in promotion systems. Every
employee wishes promotion, therefore career laddeuld be followed and employees

should be informed properly.’

4. 'Employee Champion’ role of HR Function

Demand for Market-Based Salary: HR respondents claim that we ensure ‘market-based
compensation’ of employees. An HR respondent daist that ‘We conduct ‘yearly
compensation survey’ in order to ensure that ourpensation strategy is market-based.’ But,
Non-HR respondents did not agree. A respondenédsttiitat ‘HR must also ensure that
compensation is according to the market rate.” Toysnion was shared among the
respondents from departments like pharmacy, spsafety etc. A respondent from ‘Safety
and Security’ expressed: ‘We are compromising oaliu Contractual employees are not

loyal to the organization. Our employees are ndtirge salary according to the standard
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market rate and they have no accommodation. Thdittmms would go worse if it would
remain same. We have trained soldiers but theyhareyetting compatible salary.” Another
respondent stated that ‘We need 'Market-Led' salaBuring our discussion with an HR
respondent, he accepted that: ‘In certain areapensation is below market, but we feel that
it must be compensated.’

Non-HR respondents perceived that increase in cosgten and benefits can reduce
turnover and increase loyalty. A respondents stdbed ‘the way people work, is not
rewarding. There is the need to retain employessuth monetary benefits. HR has fixed
budgets and they are always looking to cut fromcibrapensation of employees on behalf of
different excuses. Satisfaction of employees nedgi@sntion and appraisal in form of money.
HR follows strict guidelines by following merit poy but the limit of merit is fixed. It needs
to be flexible by increasing the funds to suppomnetary audition.” Another Non-HR
respondent talked about employee loyalty: ‘HR naugiport to increase the benefits of staff
and faculty because the people who would come foortside would be less loyal to the
organization. While the employees inside have \@ng and strong linkages with AKU.’
Budget Limitations and Unequal Remuneration Some Non-HR respondents also
complained against budget limitations and unegeuneration. For example a respondent
stated that: ‘Salary must be increased. HR mustbadlget from other areas to increase
salaries. They can cut cost from the tours of temagement.” Another stated that: ‘There are
budget constraints. If I'll fight for the employe&ismy department, they say that they have no
budgets. HR flips the way face is. There is disgration among the departments. They raise
many hurdles in work processes. Who are the cus®ofeHR'. None of my customers is
happy.” Another talked about unequal remuneratiditere is need for totally equitable
remunerations.” A few of Non-HR respondents demenderease in gross salary. But it is
important to state that HR managers were realizivegr budget limitations and felt that
compensation must be increased as an HR respoexiergssed that ‘The benefits are fixed.
There is need to invest more on HR equally at eleargl.’

Medical, Insurance and Other Benefits: HR managers explained that employees are
benefiting from health, education and medical biéndicoverage for employee and his
parents’ coverage), leave facility, provident fuscheme, loans (personal & car) scheme,
insurance services facilities (85% insurance cayerf@r employees), free of charge health

and psychological treatment through MR card etc.
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Non-HR respondents had some complaints regardindh swenefits. According to a
respondent ‘Increase in Medical care provided & 1thile annual inflation increase is 15%
percent, every year benefits remain 10% low.” Apoeglent complained that ‘Medical
reimbursement has not been reviewed since lasais ykespite that inflation is souring day by
day.” An HR respondent agreed that ‘Inflation ha®died prices. This fosters the need of
consistent salary increments for satisfying the legges.’

Non-HR respondents also complained that ‘HR pdiciere changed, particularly, medical
facilities. Previously, medical facilities were prded to all the family but now they have
changed and restricted to wife and kids only. Baot,our society parents are also our
responsibility.” Another stated that ‘Increase iedital compensation and provision of health
insurance for parents at discounted rate is needadther respondent presented same view:
‘Medical benefits for parents are needed. Previgusiese benefits for parents were being
provided but later on they were eliminated. In oulture, my parents are my responsibility.’
A manager talked about outpatient benefits: ‘Ougpatbenefits are not enough. The limit of
outpatient benefits is 14,000 for whole year buistdtation fee is 1100. The cost of MRl is
24000 and there is 15% payment discount. The mpaglfor test is besides this.’

Employee Turnover: Annual employee turnover of the organization wa$6l14Total
employees exceed 9600. 14% employee turnover nikansach year 1400 employees leave
the organization. This represents cost. A Non-HRBpoedent stated that ‘retention of
employees is essential. We are losing our staff. rhil&t rebuild its image as employee's
friend and feel employees' needs proactively.” Apressed that ‘our aim is to get quality
employees and retain them.” Non-HR respondentsastplained about high work load. But
they shared the opinion that turnover and worklcath be compensated by increasing
compensation and benefits. A respondent from ‘Radio Department’ explained: ‘We are
losing our experienced staff, that affects our dqyalf service. It takes time (almost a year)
and time to train a new entrant.

Flexible Work Timings: In our case study organizations, HR respondentsgrezed the
need of flexible working hours for their HR, padiarly female staff. For example HR
managers’ described that ‘Employee is looking fexible time, cafeteria benefits, medical
and insurance groups.” A female HR respondent elgessed her views that ‘Presently, |
am satisfied because my need is being fulfillatedded flexible work timing that | have got.’
But Non-HR respondents, particularly female workstdl demanded more flexible working

hours. A respondent from nursing department exptesbat ‘There is a need of ‘shift
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differentials’ for nurses. They need flexibility work hours and schedules. Many outstanding
nurses are sitting home because they don't findilfle shifts.” This respondent also
demanded transportation facility for such workeffie respondent from transportation
department also expressed such needs of flexililke maurs and shift differentials.

Leaves and Loans: Regarding sick leaves a Non-HR respondent commaitteat
‘Management employees are given 15 sick leavesheuencashment is provided for half of
them.” Another complained that ‘If employee nedus éxtension of leaves, it is not paid.’
Organizational employees benefit from car, houskaher types of loan facilities. But Non-
HR respondents were asking for more flexibilitysunch benefits. According to a respondent,
‘Loan without mark-up must be provided. Here weé&y pay 7-8% mark-up on car loans.
The limit of car loan is, also, very low. Which a@n be bought in 3 or 4 lacs as you see the
prices are increasing day by day because of ioflatate?’

Workers Abuse: Workers abuse i-e getting extra, personal and atael work from
employees is like a norm in Pakistan. A Non-HR oegjent highlighted this issue inside the
organization. He stated that ‘There is gross viohatof HR policies in university areas.
University staff is being abused. There is fearvalent in university area environment.
People take personal works from the staff like rmgksomeone to go to pay the fee of
children, etc.

Cashless Policy and Cafeteria BenefitsA Non-HR respondent from Pharmacy department
highlighted an issue related to the cashless paicynedicine quota for each employee.
According to him ‘people misuse the cashless pdlicAccording to this policy, each
employee can get the medicine equal to 12,000 supeeyear. The manager explained that at
the end of each year, the employees come to thenplest and bring the medicines in bulk, of
amount equal to the cashless amount remaining,hehdtis 12,000 or less. They sell these
products back into the market. It influences oorage and costs us. HR must devise a policy
according to which it must reimburse the employbes remaining cashless amounts, either
on monthly basis or in lump sum at the end of thary

Employees also receive cafeteria benefits. Receatlyrther discount in ‘Cafeteria Benefits’
was provided. A Non-HR respondent provided his gieWou can see, as the prices food
decreased, the quality decreased as well.’

Need for Training and Development:According to an HRorofessional ‘Career growth of
employees is ensured through well-designed traiaimd) development programs e.g; spoken

English courses. On the job coaching is also peavitb the employees.” But, Non-HR
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respondents argued that ‘Individual employee dguraknt opportunities regarding
professional development and higher education rzegistent.” They suggested that ‘There
should be some T&D programs for managers, busiredhscation opportunities for
administrative staff and clinical supervisors adlwas greater training opportunities within
and outside the country.’

Career Promotion: Non-HR respondents form sport service areas seelisedntented that
‘Promotion criteria and salary increment are notthsy should be.” According to a
respondent, ‘Ladder promotion has vanished. Tretbe problem of career path.” Another
shared his experience that ‘I have been workingssistant manager pharmacy since 8-9
years. Now | am appointed as a manager. My reshititiss changed but there is no change
in my compensation and benefits. It is, only, ntletthat changed. My department is the
second revenue generating department that genataiest 80-85 karore annually and 100 of
staff works under me. There is no bonus for th& samy department staff.” Succession
planning was observed as an issue prevailed inddpartments which provided support
services, like Sports, Pharmacy and university adstration etc.

Other needs:Both HR and Non-HR respondents stated many oteedsiwhich they think
that have not been addressed yet. These needsdedcli) Smooth exit process; ii)
Replacements of low qualified staff with more qfiedl and technical staff in some of
departments like pharmacy etc.; iii) integrationpodmotion with appraisal; iv) respect from

colleagues for female workers, especially nurses.

Conclusion and Discussion:

It is well-accepted that 'organizations around weeld are adopting similar HR practices
(Khilji and Wang, 2006)." In their study, Jhatialad. (2009) concluded that HRM, personnel
or administration department in government orgdiona seems weak whereas private local
enterprises have started realizing its importan@d have been passing through an
evolutionary phase. We also accept that 'HRM inifRak is passing through embryonic
stages (Khilji, 2004)." Pakistan imported Westem-practices (Jhatial et al., 2009) and the
resulting western HR practices in MNC’s with minim national cultural influence are the
success story in Pakistan (Khilji 2003, 2004). i#hat al. (2009) also claims that MNC'’s

seem far better than governmentand and privaten@ai@ons in terms of HRM functioning.

As an MNC organization, our case organization weesad in adapting modern HR practices.
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We found that HR professionals emphasized on Adtrative role of HR Function while
Strategic Partner, Change Agent and Employee Claampies are still in their infancy. It is
apparent from the on-going changes inside our caganization like Appointment of HR
Head as 'Vice President' to strengthen the statetg of HR, restructuring of HR teams and
implementation of 'People Soft.'” We observed fewdittes like succession and higher
turnover in some functional departments (like Plaayn Sports, Transport, and university
administration etc.) of the organization which pda/support services to other departments.
It represents that appropriate employment of HRidking inside the organization as stated
by Abbasi et al. (2008). The problems like bureaticrstyle, abuse of lower level workers,
Cashless policy etc. need the cultural as welt@sidinal change at both strategic as well as
operational level. Bureaucratic style of managemastreported by both HR and Non-HR
respondents, signifies that national values aréetbside the organization as described by
Khilji (2004). Changing management style and wignimfluence in strategic decision
making is a real challenge for HR Head in fostetimg Strategic Partner and Change Agent
roles of HR Function inside the organization.

The questionnaire findings of our study were akithie study findings of Wright et al.(1998).
HR professionals consistently rated the functioifiscéveness higher than did Non-HR line
professionals. But we observed greater differericElmnge Agent role, then at Strategic
Partner and Change Agent role but the perceptibm®th groups were very similar for the
fourth role of HR Function as an ‘Administrative fiext.’

As reported by respondents, the quality of Admraiste role of HR inside the organization
is better than the rest of three roles SP, CA & EGs represented by the questionnaire
findings and was also reported by managers duntepiiews. The implementation of HR
information system 'people soft' is also expectedfurther improve the administrative
efficiency by reducing cost and the burden of paperk. It may also reduce the
communication gap among HR and other functionalasréhrough dissemination of
information and facilitating instant access to HRD.

The needs reported by both HR and Non-HR resposda&sb seem to be justifying that
‘work-related values reveal changes reflecting aleno market economy (Khilji, 2004)." For
example, the reported requirements of flexible whokirs and shift timings by respondents
are the work-related changes reflecting modern @ooes. But, it is well-admitted that

severing economic and political situation of Palisis increasing challenges for HR in
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Pakistan. The respondents rated quality as 'medmmnthe overall Business Partner of HR
Function inside our case organization.

Though organizations in Pakistan are adapting nmH& practices in order to cope with the
phenomenal changes inside modern economies. Batguhlity of such HR practices still
needs to be improved. There are some gaps, etitlaining to be fulfilled in order to compete
with the organizations of developed economies. HBfgssionals can fulfil this gap by
strengthening all the roles of HR Business Paringyarticularly, the strategic and change
agent roles (which are still in their infancy). Anportant thing is that HR professionals must
ask Non-HR professionals, who are the customerblR®fservices, fin order to fulfil this

perceptional gap and improve quality of HR Function

Limitation and Future Recommendations:

First limitation of our study is that it is a casteidy of a single organization. There is a need
to conduct large scale, cross-sectional studiesatbnal level. This would help researchers
and HR professionals to get a better picture ohghreg nature of HR Function. Secondly, our
study was aimed at gathering perceptions of lineagars only. Besides middle management,
the responses can be gathered from top and lowelslef management, as well. Our study
was cross sectional i-e we gathered responsepahtin single time. It is also the limitation
that we conducted this study while a number of geanwere undergoing inside the
organization like appointment of HR Head as VicedRtent, Restructuring of HR teams and
Automation. There is a need to conduct such stualielifferent times in order to get an in-
depth observation of changing HR roles. HR managktke organization can benefits from
this study by setting the priorities to determihattwhich role of HR needs more attention in
respect of HR policy and decision-making. HR preifesals can gather responses of line
managers of their organizations in order to deteentine quality of HR Function, at a point in
time, so that HR policies may be reviewed with eg$go the quality of each role of HR

function.
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Figurel: Source: HR Champions by Dave Ulrich (1997)

Table 1: Conjoint Analysis and Questionnaire Findirgs

HR Roles | SP CA EC AE
Perception | HR NHR |HR NHR HR NHR HR NHR
Priority
Levels
1 High Mediu | High Medium | High Medium | High High
m
2 Medium | High | Medium | High Medium | High Medium | Medium
3 Low Low | Low Low Low Low Low Low
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