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Introduction
By Albert T. Brault

U.S. corporations underwent profound changes in the 1970s and ’80s to
compete effectively with Asian corporations. Significant modifications
were made in corporate structures, management approaches, staffing
levels, quality of products and services, customer focus, cost
management, and the effective use of technology. These corporations’
human resource organizations (HR) were also required to make dramatic
changes to address the necessary organization and employee
effectiveness issues critical to success.

The passive bureaucratic and administrative roles that existed at that
time were not only inadequate but also obstacles to gaining success.
Failure of many corporations and their human resource organizations to
recognize the magnitude of the changes required or to respond quickly
enough significantly eroded or toppled them. In fact, through
competition, acquisition, or merger less than 250 of America’s 500 largest
corporations of the 1940s exist today (Lodge & Watson 1989).

Now colleges and universities of all types are facing new and evolving
challenges in fulfilling their academic missions. Even though there are
significant differences between corporations and academic institutions,
there are striking similarities in many of the issues and the responses
necessary for continued excellence or,in some cases, survival.
Heightened competition for students, increased difficulty in obtaining
financial support, the escalating costs of operations, and expanding
demands from a variety of constituents are common challenges.

The institution’s governing board is one of the most demanding
constituents. It is not unusual for a governing board to demand that the
institution reduce costs, cut staffing levels, reengineer processes, and
outsource services. Many of these initiatives fall within the domain of
the human resource organization, which must step up to the challenges
facing its institution. Since many HR organizations in higher education
have continued to operate as they had prior to the corporate
transformations, they may now require an expansion of their roles,
enhancement of their skills, and a new accountability for producing
outcomes critical to the success of the institution.

Likewise, senior administration in higher education may need to
expand its perceptions of the value that the HR organization can provide
and hold HR more accountable for delivering the outcomes required.
Another indication of necessary enhanced involvement of HR was
identified in a study of 350 colleges and universities titled Managing the



Human Resource Investment in Higher Education (NACUBO & Towers
Perrin 1996). Despite the fact that 87% of the senior administrative and
financial officers acknowledge that cost management is critical and will
become more difficult in the future, 61% of this group also fails to link
compensation and benefits strategies to the success of their institutions.
They also agree that success is strongly dependent on more effective
people management, yet most institutions fail to have effective
performance management programs or have charged their human
resource organizations with producing them. Forces of change in higher
education will not disappear. Human resource leadership must create a
new vision for its impact on organizational success and accountability to
leadership throughout the institution.

This book is intended to focus on outcomes human resource
managers can implement to respond to the needs of the institution and
its organizations and to share the generally applicable methods,
processes, and philosophies that have proven effective. Part 1, Human
Resources Evolving Its Strategic Role, takes an in-depth look at the needs
of a variety of human resource customers and proposes roles and
competencies that HR professionals must assume to add value in their
institutions. The book explores the special needs of community colleges,
academic medical centers, and online educational institutions and
provides several case studies on how HR is responding to their unique
needs. Two universities discuss the processes and factors that
contributed to successful transformations of the human resource
organizations at their institutions.

In Part 2, Applications of Human Resources Adding Value, Cynthia
Beckwith draws from her in-depth knowledge and experience from
managing labor relations in higher education and provides insight on
factors contributing to unionization on campuses and how HR should be
engaged. Amelia Tynan, chief information officer at the University of
Rochester, discusses information technology (IT) in higher education and
the mutual dependency of IT and HR organizations in filling their
evolving roles. Finally, the book discusses the use of simple and complex
metrics that can be used in human resource management to assess
needs, secure support,and evaluate effectiveness.

These topics, case studies, and examples were assembled to tell the
story of the needed transformation in the human resource profession in
higher education. We hope this book will encourage others to share
their visions and examples of success. Our goal is to stimulate academic
and HR leadership to raise the bar for expected human resource
contributions and involvement in the success of their colleges and
universities.
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in Higher Education

Charles E. Phelps, provost, University of Rochester

A New Calling for
Human Resoutces

fact stands out: resources matter. College and university human

resource (HR) organizations play vast and varied roles in perpetuating
and preserving financial, information, physical, and a host of other
resources in higher education institutions. The role HR plays in managing
these key resources greatly varies between organizations and
circumstances. At times, HR is expected to be the guiding force in a
project from inception to completion. At other times, HR will not
submerse itself in the thick of things, but rather will serve as a consultant
or sounding board. Occasionally, HR will realize its role is a non-role,and
bow out. Whatever the HR organization’s role in any given project, one
thing is clear: there are myriad ways that HR can contribute effectively to
the overall goals and accomplishments of their institutions.

A Non-Role

An institution’s HR department has little involvement, if any, in the
recruitment and retention of faculty members. This work falls almost
exclusively to faculty and is a highly decentralized operation. Faculty
initiates searches, defines the characteristics of the individuals being
sought, interviews candidates, and makes the final recommendations to
determine who is offered a job.

Only faculty members know the relevant labor markets, since those
markets are defined more by their external discipline than by local labor
markets. Because they have the most experience in their fields and are
in the best position to find qualified candidates, faculty members take
the lead enticing top candidates to accept an offer, and later, evaluate
their work. Oftentimes, faculty members neither see nor admit a role for
HR. This is the work of faculty members within their discipline.

So What's Left?

Even though HR usually plays a non-role in the recruitment of faculty
and staff, it undeniably plays many important roles in ensuring the
happiness of faculty and staff. HR works to increase job satisfaction,
personal productivity, and the productivity of the institution as a whole.
What are central roles HR plays in relating to faculty and staff?

In this competitive and highly interconnected world, a simple, hard
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B Work with Support Staff in Every Aspect of the School’s Operations

The competitive nature of U.S. higher education demands now that the
entire “public persona” of colleges and universities should be as helpful
and userfriendly as possible. Faculty members nationwide are
becoming increasingly aware that their own well-being and ability to
carry out their work—teaching and research—depends considerably on
the supporting activities of their co-workers, both directly and indirectly.

Faculty interests in a well-run school are very instrumental. Faculty’s
work depends upon working directly with support staff. Faculty
members also have become increasingly aware that the co-curricular
aspects of collegiate life affect their own ability to teach and carry out
research. Thus, all sorts of direct student services such as counseling,
career assistance, health services, financial aid, and related services
intersect with the faculty’s own work.

B Deal with Trailing Spouses

Those involved with recruiting faculty and senior staff often must tackle
the trailing spouse issue or what is sometimes referred to as the “two
warm bodies problem.” It works this way: one department begins to
recruit a faculty member, and along the way, learns that the potential
colleague has a spouse, often in an academic career, and sometimes even
in the same discipline. The desired candidate indicates that she or he
will only accept the position if employment is found for the spouse.

Here, HR practitioners’ contacts in the local employment community
can be extremely helpful, particularly if the spouse is not a professor. I
know of a number of occasions at my own university where the HR
organization’s ability to solve the trailing spouse problem has led to
successfully hiring an important faculty prospect. For this to work, HR
professionals must be good at finding job prospects for spouses (often
outside the college or university itself) and actively work with faculty
leaders to let them know that HR can help accommodate trailing
spouses.

M Help Amateur Managers Supervise People

Most department chairs, deans, and others in leadership positions at
colleges and universities often began their careers as educators or
researchers, not managers or business administrators. For this reason,
they often feel completely helpless managing people—a key HR
function. Those who are new in leadership positions are often pure
novices on HR matters. Most new leaders will greatly appreciate and
utilize both structured and unstructured help from HR.
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