HR Policy document for Southdown Co.
Introduction
Gilmore (2009) argued that in order to understand the practical and theoretical applications of Human Resource Management in organisations, HRM themes like strategy, performance, flexibility, commitment, culture and power need to be carefully considered. Companies use these themes to achieve challenging business and operational targets as well as a competitive advantage.

Focusing mainly on strategy, Johnson and Scholes (2002) argue that it involves the direction and scope of an organisation over the long term which achieves a competitive advantage for the organisation through its configuration of resources within a changing environment and to fulfil stakeholder expectations’. However, Grant (2002) suggests that strategy is a connection between the organisation and its external environment that it gives coherence and direction to the activities and decisions of an organization. This means that the strategic decisions are relevant to the scope of an organisation’s activities. However, Southdown lacked the strategy to maintain its competitive edge especially as an employer of choice.

In view of that, this essay aims at developing a strategic HR plan that will improve HR policies to help solve Southdown’s business problems by means of analysing the strengths and weaknesses of the internal environment of the organisation as well as the opportunities that lie within the external environment of the organisation. In addition, this essay will outline critical HR issues and develop a viable action plan for the organisation based on relevant theory.
Part 1: An analysis on the Strength, Weaknesses, Opportunities and Threats at Southdown Co.
Strengths:

This competitive organisation which operates in nine sites across the United Kingdom commands a powerful market position and is very successful in the food sector. Production occurs in tight schedules and changes in the composition of its diary produce are checked by quality controllers. The innovative aspects of Southdown centres on its ability to produce own-brand labels for all four of the major supermarket chains.

Weaknesses:

The factory lacks direction of human resources strategy and so an urgent review was urged. Its understaffed and inadequate skilled manpower weakens its capacity to be competitive. It also encounters difficulties in resourcing from the local labour market, as a matter of fact this posed to be the cause of the crisis at its Croydon Factory. The prospect of rotating shifts and decline in wages scared off prospective applicants while vacant senior positions attracted weak pool of candidates. Unhealthy employment practices which triggered tension between employees crumpled the morale of middle managers. The conflict between employee groups and lack of teamwork led to poor performance, increase in staff turnover and high absence rate. The organisation depends on the manufacturing of dairy-associated produce which poses to be its main competitive advantage thus slowing its capability to diversify into other areas in the food sector.

Opportunities:

The prospect of a deal with a high profile chocolate manufacturing organisation earns Southdown the chance to develop its market and expand its position in the industry.

Threats:

Other establishments may attract employees away from Southdown and this will result in an increase in staff turnover. The night shift in the winter months and flu epidemic will cause more problems ranging from poor staffing to loss in competitive advantage.
Part 2: An analysis of critical HR issues at Southdown Co
Recruitment:

In order to examine HR issues at Southdown Co, features like HR policies and activities that service the business to remain competitive in the market will be looked at one after the other. These policies and activities which include recruitment, training performance and compensation management, and reward collectively form the HR system.

First of all, Barber (1998 cited in Redman and Wilkinson 2009) argues that recruitment is a ‘practice and activity carried out by the organisation with the primary purpose of identifying and attracting potential employees’. The external environment of Southdown has a huge impact on its recruiting activities due to a loose labour market. This could be as a result of poor economic conditions and short supply of skilled applicants. Although recruiting temporary staff to fill vacant positions has an advantage of reducing cost, a major disadvantage is that it breeds tension between employee groups and demotes morale as observed at Southdown. On the other hand, although recruiting permanent workers is cost incentive, the good point is that they are more committed to the job and can be controlled.

In the area of shifts, the initiative of rotating shifts contributed to the difficulty of Southdown co attracting and hiring competent employees to fill vacant positions. Although the night shift at Southdown had a tendency cause problems especially during the winter months, it could also be a threat to the health and safety of employees and prospective employees. This is because generally, night shifts disrupt sleep cycles which could in turn lead to fatigue and also cause injuries. Some experienced candidates may feel that in the future, the organisation may not show as much interest as they did in the early days of their appointment or as they would do to employees that worked in the day. In addition they may feel that their social lives will deteriorate if they engaged in night shifts at all.

Employment Practice (performance management, reward and recognition and Training)

Newell and Scarbrough (2002) made a valid point when they argued that the gap between policy and practice is as a result of the inappropriateness of the policy by different managers, misunderstanding of the objectives and inability to detect the conflict possibilities that policies may bring. The managers at Southdown had problems with employment practices due to the gap between policy and practices. This is often as a result of inappropriate development, evaluation and monitor ting of policies. It is important to involve the parties that the policies will apply to and endeavour to win their consent in the process. Evaluating and monitoring these policies will help to identify if gaps really exist.

High staff turnover and Absenteeism

According to the case study, inadequate recruiting strategy at Southdown yielded tension which in turn escalated the staff turnover rate and absenteeism amongst the permanent group. It could be that in order to attract candidates, the personnel manager (Harold Thomson) compounded issues in recruitment with insufficient induction programmes. Another reason could be dissatisfaction in their present jobs which is triggered by lack of training, unhealthy relationship between co-workers, lack of role clarity, the management style and working conditions. Above all, poor HR practices such as lack of reward and recognition, low employment security could lead to high staff turnover.
Part 3: Action Plan for Southdown Co.
Recruitment

During the recruitment stage, requirements of persons, job responsibilities, terms and conditions, skills and experience of candidates must be defined. Then recruitment planning covering the number and types of employees required to fill vacant positions should be considered. To strategically attract candidates to apply for jobs, approaches like word of mouth, referrals should be used as they draw to the company candidates who exhibit longer tenure and lower turnover (Storey 2001). Torrington and Hall also point out that (1998 cited in Newell and Scarbrough 2002) the process by which applicants are assessed should be based on the selection criteria, acceptability and appropriateness of selection methods such as interviews, psychological tests and assessment centres, administration, time factor accuracy and cost. However, Armstrong (2009) suggests that to attract candidates, the strengths and weaknesses of recruitment as well as the sources of candidates should be examined.

At Southdown, recruitment can also be done internally or externally by way of promotion or from the labour market. Where there is a weak external labour market, recruitment can be done internally. Although in previous times recruitment was done in a process where the organisation chooses an employee, in recent times, recruitment has turned out to be a two way process (Newell and Shackleton, 2000). That means that candidates and employers judge themselves. Therefore, it is important that the recruiting process receives valid and reliable information in order to fit the right peg in the right hole. Using the ‘best practice’ model, the position should be analysed and roles pertaining to the position should be described in detail through identifying skills and proficiencies required. Strategically, a pool of applicant can be attracted by advertising the vacant position widely and outlining the job requirements clearly.

Vacant job positions should be strategically advertised to promote Southdown as an employer of choice. An employer brand should be designed to depict why employees stay with Southdown. Media such as internet job sites, local radio, social networking sites and employee referral scheme should be used in attracting candidates ensuring that job specifications are communicated clearly and requires qualifications that are specific for the role in order to avoid discriminatory issues.

I suggest that candidates should not be enticed with money to join that company because this makes the company appear cheap and desperate. Although, it can pose to be a motivating technique, it may have negative effect on new recruits once they’ve spent the money as they will become less motivated in the future.

Training

After the exit of the former HR director (Andrea Bolton) most managers were burdened with the responsibly of managing employees which involved implementing HR Policies. An organisation which lacked HR director to ensure proper employment practice is observed will shift the responsibility to untrained managers who will in turn handle issues in an unprofessional manner as in the case study. Therefore it is important that Managers are properly trained and in a consistent fashion. Training should be carried out especially in HR policies and systematically integrated with the strategic driving forces which impact Southdown’s business strategy as well as HR issues outlined in the previously. Also, materials used in training should be kept up to date and provided according to their needs.

Reward

It is important that employees are rewarded for their efforts and compensation should align with the legislative regulation.

High staff turnover and Absenteeism

Since the foundation of high turnover at Southdown appears to start from the company’s poor HR practice, it is important that best HR activities are practiced. For instance, some recruiting agencies tend to be selfish on selecting appropriate candidates for recruitment. They either focus more on what the company wants rather than what is in it for the candidate or vice versa just to keep business rolling. In addition, Southdown should enhance communication with its employees, seek to understand their problems and find ways to solve them fairly and equitably as compared to their colleagues. The managerial style should also be addressed because managers, who do not listen to their subordinates, communicate wrongly to them. There should be an open communication policy within the working environment for both managers and employees so that they can discuss on issues that may need to be improved on. In addition, knowing the health status of workers without infringing on their human rights and discriminating to them will help curb the issue of calling in sick. Managers should be trained on how to subtly approach employees to enquire about their health. Line managers or supervisors should also be trained on how to be clear about what they expect from the employees and also cultivate a feedback mechanism on the performance of their workers. Additionally, strategic techniques like coaching, mentoring, linking workers and job roles through an open communication, compensating and celebrating employees with high performance, empowering and involving employees as well as enhancing their skills and knowledge on their job will help boost staff retention at Southdown. Owing to the shift work culture, employees tend to be fatigue, stressed and also burned out on the job, strategies such as allowing employees choose the exact hours they wish to work and taking a personal holiday will help reduce absenteeism and in turn diminish the rate of staff turnover.
Part 4: Recommended HR Policies for Southdown Co.
Recruitment and Selection

Recruitment at Southdown should be done based on an applicant’s skill, knowledge and or proficiency. Selection will be based on the candidate’s ability to meet the minimum requirement. On occasions where a position becomes vacant, the HR department will announce the job internally and externally stating clearly necessary requirement whereby existing employees may apply for promotion or job opportunities. After recruitment and selection, successful candidates will be inducted into the organisation so as to give them room to integrate into their new job function. Each subsidiary manufacturing site is responsible for recruiting its employees while utilizing approved selection procedures providing it is in accordance with this policy.

Reward and Motivation

All employees at Southdown will be remunerated according to their approved negotiations at the time of recruitment. At the time of recruitment, employees will receive an employment letter stating clearly their roles and responsibilities, wages and benefits. Wages will be based on external labour market rates and will be impartial with other jobs within the organisation. Each staff may be eligible for a review on their wages only at the organisation’s ability to pay. Southdown will engage in a fair reward and competitive remuneration scheme and an opportunity to share in the success of the industry will be opened to all employees. Knowledge, skills and proficiency of job recruited for will be logically and clearly rewarded for performance. Rewards given to commendable employees will back up the achievement of anticipated performance while encouraging personal development and enhancement. To further boost motivation, employees at Southdown will be recognised and celebrated for high performance as well.

Development and Training

Employees are the organisation’s greatest asset and so it is important that the skills, knowledge and technical know-how of employees is enhanced in order to achieve a high performance level for which they have the requisite qualities for. Opportunities like secondments, study, and other forms of training will be provided for.

Employee Classification

Employees at Southdown will be grouped as temporary staff or permanent staff whereby temporary workers work for short-term period and permanent workers work in the long-term. Terms of employment will be agreed upon depending on agencies. Temporary employees are not eligible for benefits.

Performance reviews

A review on performance will be conducted within every six months of employment and subsequently after the first year of employment. Performance review on the employees accomplishment in achieving objectives aligned with that of the Southdown will be conducted in an encouraging and interactive fashion.

Benefits

Medical care will be providing at a flexible and cost effective rate. A retirement program and disability income will also be offered. However, the type of benefits offered to workers can be changed or discontinued according to the discretion of Southdown in its own right. Employees who may be affected will be informed before changes are made.

Attendance

Employees are expected to report to their duties on time, work on their shift as scheduled, and also leave the scheduled time as it pertain to their functions. They should take only time normally allowed for breaks and remain at work during working hours. Employees are allowed to leave promptly at the end of the shift except permitted otherwise. Under unforeseen circumstances absences may be excused. However, employees are mandated to inform their supervisors or line managers about their absence before shift begins.
Part 5: Integrating HR Policies with HR Strategy
According to Beer et al (1984, p. 25) ‘an organization’s HRM policies and practices must ﬁt with its strategy in its competitive environment and with the immediate business conditions that it faces’. Although Southdown lacked a strategic direction in reality, there are three theoretical approaches to linking strategy, performance and HR policies and practices: the ‘best fit’, ‘best practice’, and resource-based theory.

To begin with the ‘best fit’ model stresses that although a linkage between HR practices and competitive advantage exists, HR activity is contingent upon the competitive market, the labour market as well as the size, structure and culture of the organisation. However, its tendencies of disregarding employee interests and overlooking the alignment of these interests with the organisation make it unsuitable at Southdown because of the pressing need for resourcing.

Next, the ‘best practice’ model takes a universal approach asserting that certain HR practices are applicable to all organisations irrespective of their trade, location or culture ( Pfeffer 1998 cited in Gilmore and Williams 2009). Like the ‘best fit’ model, this approach seems inadequate with respect to this case study due to its universalistic content. In order words, the strategy used in factory observing similar problems at Southdown may not apply since they may have different culture or root causes.

On the other hand, the resource-based model emphasizes on business strategy that is designed by identifying and establishing fundamental proficiencies possessed by employees. To this end, the resource based theoretical approach appears suitable in aligning HR policies at Southdown Co and with strategy. In order to regain the competitive advantage and restore Southdown as an employer of choice, HR policies and activities like recruitment, training and reward need to be taken more seriously because employees are the organisations greatest asset.
