
Many GO Society affiliates including 
the author of this document have 
generously granted permission to 
the society to distribute their creative 
work for educational, non-commercial 
use. To ensure our affiliates’ 
continued willingness to contribute 
high quality resources, the society 
includes educational, non-commercial 
provisions to protect authors’ rights 
in its site registration terms-of-use 
agreement.

Permitted uses of this document 
include your personal educational 
use and sharing your interest with 
colleagues by sending them a short 
excerpt together with the GO Society 
web site URL where they may register 
for a free account and download the 
entire document. 

Any exemption from this policy 
requires written permission from the 
editors. Editors@GlobalRO.org

Academics may request permission 
to use the document for educational 
purposes within educational 
institutions. Managers may request 
permission to use the document within 
their own organization. 

Any consultant or commercial 
interest that wishes to email, host 
on a web site, print or to distribute 
this document in any form must 
seek permission by writing directly 
to the author who holds copyright 
and requesting a copy that does not 
include the GO Society logo, as the 
society is restrained by its author 
agreements from granting such 
permission. You can find an author’s 
contact information in his or her profile 
on the GO web site.

PERMITTED USES

ARTICLE #10-11-14-16

CREATING THE HR FUNCTION THAT YOUR COMPANY’S 
STRATEGY REQUIRES

by Ken Shepard

READINGS IN GLOBAL ORGANIZATION DESIGN



Creating the HR function that your  
company's strategy requires

Presented to 
FIDAGH - The Inter-American Federation of People Management Associations, and 

WFPMA – The World Federation of People Management Associations
B Ai S t b 22 2009Buenos Aires, September 22, 2009

by 
Ken Shepard, 

President of the Global Organization Design Society

1
Global Organization Design is the master-tool 

that multiplies the benefits of all your leadership efforts.



The GO Society & the Buenos Aires Project

The Global Organization Society                                                                        
Is a not-for profit professional association of manager, consultant and academic practitioners of 
an integrated approach to designing and managing organizations based on the concepts of 
Wilfred Brown and Elliott Jaques.  

Founded in 2004 and incorporated in Canada, we have now hosted three major world 
conferences, published a major book, founded a journal, designed a second generation web j j g g
site to support our mission, and are now taking on year-long development programs in various 
parts of the world.

The Buenos Aires Project 

During 2009 the society is working with a local advisory committee to build awareness and use 
of these concepts in Buenos Aires, in Argentina, and throughout the Spanish-speaking world.  
We are producing video interviews of senior practitioners in Spanish, holding meetings on 
effective teaching of the methods, holding executive briefings, making presentations to major g g g g p j
professional associations, holding public training workshops, hosting a world conference here, 
and working to establish a web-supported professional development program in Spanish.
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Creating the HR function that your 
' icompany's strategy requires

How HR can play an effective “strategic partner” roleHow HR can play an effective strategic partner  role 
supporting the CEO and senior team in 

– Developing the company’s strategy
– Executing that strategy

As the Corporate Leadership Council documents – the frequent failures in 
many HR program initiatives lie in serious problems – that from our lens 
on the work can and should be solved through requisite design and 
management of both the HR function itself and the rest of the 
organization.
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The Corporate Leadership Council diagnosis
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The changing VPHR role

Need to scan an 
increasingly  

New Approaches
impacting the 
OrganizationHow do I 

integrate g y
turbulent environment

• Labour Force Trends           
• Compensation 

• Reengineering
• Competency-based selection                 

& training 
• Core competencies - Prahalad
• Balanced scorecard

integrate 
all of this?

• Labour Relations 
• Demographics 
• Employment regulations  
• Lifestyles and values

• Balanced scorecard
• Quality improvement
• Succession planning
• Knowledge management
• SAP Lifestyles and values                 

• Technology                               
• Political Trends

• HRIS

Traditional transactional roles
VPHR

• Labour Relations

• Staffing

• Compensation

• Benefits

• Training & 
Development

5

• Health & Safety
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Breakthrough concepts provide a new lens

• A system rather than fragmented 
functions.

• Understanding levels of work, the 
linkages, and how accountability flows.

• A way to measure the levels of work 
accurately as with a thermometer. Credit to Cason Hall Publishers

• Practical, valid ways to measure the 
levels of human capability to enable fit of 
capability to role.

President

VPcapability to role.

• The managerial leadership practices that 
lead to effectiveness and trust.

DIR
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(Potential Assessment Data)

Reflecting on your own HR career
Career path of a VP HR:  Rich Morgan

(Potential Assessment Data)
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Reflecting on your own HR career
Career path of a EVP HR:  John Hofmeister

CEO

Bus Unit

President1992
1997

2003
EVP

2008

President

VP
Genl Mgr1985

19851987
1992

Nortel 
USA

Allied 
Signal

Royal Dutch Shell

Director,
Supt.1982

1985

Manager

Operator, 

1973

General Electric

1975
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Tech., Sec.General Electric



Reflecting on your own HR career
Career path of an HR professional:  “You”

CEO

Bus Unit

President

EVP

President

VP
Genl Mgr

Director,
Supt.

Manager

Operator, 
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Reflecting on your own organization
Standard business hierarchy found all over the worldStandard business hierarchy found all over the world

Approximate # Per Longest  Level

MD

pp
pay in Australia 1,000 Pop

g
time frames

Level

To $500,000+ 5 - 10 years 1-2   <1%V

GM

Dept Manager

To $250,000

To $160,000

2 - 5 years

1 - 2 years

8-9    1%

50 5%

IV

III

First Line Manager

Operator

To   $90,000

To $50 000

3 mo. to 1 yr.

0 – 3 months

200   20%

700   70%

III

II

I OperatorTo   $50,000 0 3 o t sI 

11 Credit to Julian Fairfield, Bach Consulting Group, Australia
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F f t t h l l h hi h l l ti d

Reflecting on the competitive structure of your industry

Levels View of Strategy
Focus of strategy changes as you move up levels, each higher level respecting and 
adding to those below, success at one level creating issues one level up

A Levels View of Strategy

VII - World wide industry structure
of a social/economic entity

2000 VII

VI - Industry structure (Porter) 1980

V R l ti titi iti (BCG) 1970 V

VI

V - Relative competitive position (BCG) 1970

IV - Profitability focus (early McKinsey) 1900 IV

V

III - Functional execution 1850 III+

13 Credit to Julian Fairfield, Bach Consulting Group, Australia



Organization functions evolve over time
Reflecting on the competitive structure of your industry

Level at which 
function or 
activity is Strategy Marketing Quality 

t l
Inventory 

t l Purchasing Maintenance Financial 
t

Note by Julian Fairfield:  “All functions have evolved over time.  Their evolution is a result of increasing levels of 
capability being applied to the function one can observe congruence across the matrix, as well as evolution up the 
matrix and the encapsulation of each of the lower level activities within the higher levels.

activity is 
managed

Strategy Marketing control control Purchasing Maintenance measurement

VI
Corporate CEO

(10-20 yr)
Value Proposition

Marketing 
chartering driving 
whole company

Value-balanced 
quality

Efficient Customer 
Response

Virtual vertical 
integration Not yet developed

Balanced 
Scorecard $ and 

Humans

V
Bus. Unit CEO

(5-10 yr)
Industry Structure Value equivalency 

analysis Total Quality Mgt. JIT Inventory
Symbiotic 

partnership 
integration

Zero failure 
maintenance

Shareholder value 
analysis

IV Relative Consumer Statistical Quality LIFO statistical Strategic Reliability based ROE
Genl mgr
(2-5 yr)

Competitive 
Structure

Consumer 
seqmentation

Statistical Quality 
Control inventory 

management

Strategic 
segregation

Reliability based 
management

ROE
ROA

III
Director
(1 2 yr)

Internal Efficiency 
Focus Mass marketing In-process 

Inspection
Economic Order 

Quantity Adversarial Preventive 
maintenance Profit & Loss

(1-2 yr)

II
Mgr./Supervr
(3 mo. - 1 yr)

Quarter-to-quarter 
survival Local sales End-of-Line 

Inspection Eyeball check Yellow Pages Breakdown 
maintenance Cashflow

14 Credit to Julian Fairfield, Bach Consulting Group of Austrailia, author of Levels of Excellence.



Reflecting on the competitive structure of your industry

HR questions in designing level shifts

A levels shift implies a major lift in capability with difficult personnel issues.  This is a prime ŅtechnicalÓ
reason that change is so difficult.reason that change is so difficult.

15 Credit to Julian Fairfield, Bach Consulting Group, Australia



Reflecting on the competitive structure of your industry

Gains actually achieved by levels shiftingy y g

16 Credit to Julian Fairfield, Bach Consulting Group, Australia



Reflecting on the HR Function

Levels of HR work complexity - examples

Level Administrative HR task Strategic HR tasks
Corporate VP HR Services - Integrate HR 

d i i t ti i ld id
Corporate HR Strategy – direct support to Level VI 

VII CEO t d l l t HR t t i tV administrative services world-wide –
designing and implementing a shared 
services system.

or VII CEO to develop long term HR strategies to 
support several multi-national business units.

IV Roll out head office recruiting and staffing 
systems across offices in 15 countries

Design and implement a comprehensive strategic 
talent management system (2-5 years)systems across offices in 15 countries 

over 3 years.
talent management system. (2-5 years)

III
Implement project to apply best practices 
to improve efficiency of recruiting process 
over 18 moths.

Write and implement the operational plan for the 
roll out of one element within a strategic talent 
management system.  Build feedback loops, 
assess, and refine processes into a set of best 
practices. (1 to 2 years)

II Recruit and staff level I & II personnel to 
meet rolling 9 month targets

Manage a 4 - 12 month project to implement one 
section within a serial "roll out" of a new HR 
methodology or programmethodology or program. 

I Clerical input to HR data bases, 
monitoring and reporting
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Reflecting on the HR Function

A level III company
External

HR

Small mfg – 30-40
Security firm   200

Common practice Maximum leverage

Certified HR

HR 

III
Admin or

III
Experienced
G li t

Certified HR 
professional & OD 
& Training Skills

II

Admin or
Office Mgr
½ time HR 

II

Generalist
HR Mgr

Full-time

I
HR clerk

I
HR clerk

I I
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Reflecting on the HR Function

A level IV company
External

HR 
Mid-size mfg  200.
Electrical contracting
Service company

Common practice Maximum leverage

IV

External
HR 

IV

CFO
30% HR

IV

III
Plant

IV

III

VP HR
Plant

III

HR mgr

III

HR mgr HR mgr

IIII

II
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Reflecting on the HR Function

A level V company
External

HR 
Mfg – w/ 4 plants or 
Financial services
3700 employees
$500 million.

Common practice

V

Maximum leverage

V

External
HR 

V

IV

CFO
30% HR

V

IV

VP HR

IV

III III
VP HR

Pl t HR

Plant 1 Plant 2 Plant 2Dirs HRPlant 1 Plant 2 Plant 2

II II

Plant HR 
mgr

Plant HR 
mgrs

I I
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Membership by level in key professional organizations
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Reflect on how HR professionals are trained.
• Capability to be strategic partners, to use systems thinking to design integrated HR systems to 

support strategy begins with HR managers capable of performing level IV work staffed in level IV roles 
with adequate support and resources.

• How are HR professionals trained in your region?
– Undergraduate programs in business administration?
– Community colleges?
– MBAs specializing in HR?  How many ?
– HR professional association certificate programs?

• Standard?
• Advanced?
• What percent of your members hold positions at VP – Level IV?

– Executive short courses in HRM?ecut e s o t cou ses

• Which of all of the professional development paths stress learning the business and general 
management?

• What % of level IV executives in your region does your HR association attract vs. % at lower levels?
H ll d i ti t i b hi f th h f l l III di t iti t VP– How well does your association retain membership of those who move from level III director positions to VP 
positions?

• What’s the extent and quality of professional development that your association offers to level IV 
members?

• Where do the few capable level IV and V HR managers come from?

28

• Where do the few capable level IV and V HR managers come from?     



How to pursue further interest

• Read ‘How to learn about organization design based on requisite organization’.  Click 
here. 

G h GO S i ’ b i d i h h Cli k h Y• Go to the GO Society’s web site and create an account without charge.  Click here Your 
account will allow you to view many videos and to download many books and articles 
also without charge.

• Obtain digital copies of materials of interest to HR professionals:• Obtain digital copies of materials of interest to HR professionals:
– Download he GO Society’s new book, Organization Design, Levels of Work Complexity and Levels of Human 

Capability, without charge.

– Download the Requisite Organization Annotated Bibliography by Ken Craddock.  Its 1600 pages all key 
word searchable so you can find the writings and research related to your management interestword searchable so you can find the writings and research related to your management interest.

– View up to a 100 hours of videos of senior practitioners in the field.

– Download many free articles, theses, dissertations, and digitized books.

R i t f th GO S i t ’ thi d ld f h i B Ai O t b 26th• Register for the GO Society’s third world conference, here in Buenos Aires, October 26th

to 29th.  Click here for information and a conference program.
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GO Society
Th Gl b l O i i D i S i i f fi i i dThe Global Organization Design Society is a not-for-profit corporation registered 
in Ontario to promote the following objective:
The establishment and operation of a world-wide society of academics, business users and consultants 
interested in science-based management to improve organizational effectiveness for the purposes of:

A Promoting among existing users increased awareness, understanding and skilled knowledge in applying 
concepts of Levels of Work Complexity, Levels of Human Capability, Accountability, and other concepts included 
in Requisite Organization and/or Stratified Systems Theory.

B Promoting among potential users of the methods, appreciation of the variety of uses and benefits of 
science-based management and access to resourcesscience based management, and access to resources.

GO Officers include: Ken Shepard, President; George Weber, Treasurer; Barry Deane, Australia; Don Fowke, 
Canada; Jerry Gray, Canada; Jack Fallow, UK; Judy Hobrough, UK; Nancy Lee, USA; and Harald Solaas, 
Argentina;

GOGO Editorial Board includes: Jerry Gray, Ph.D., Former Dean Asper School of Business, U of Manitoba; 
Larry G. Tapp, LLD, Former Dean the Richard Ivey School of Business at University of Western Ontario; and Ken 
Craddock, M. A. CCNY,  Peer Review Coordinator.

32 Victor Avenue, Toronto, Ontario, Canada  M4K 1A8 Telephone: 416-463-0423
Info@GlobalRO.org http://GlobalRO.org

Public events for senior managers, consultants and academics include public workshops 
through the year, pre-conference workshops on October 26th and Executive Day on October 27th, 

30

all listed on our web site.

Global Organization Design is a style name of the Global Society for Science-based Management 
incorporated as a not-for-profit corporation in Ontario.



Auspiciantes

Usuarios de los conceptos de la Organización Requerida
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GO SOciety purpOSe and valueS Statement

To support the organizing of work in a responsible, fair 
and healthy manner in which people are led in a way 
that enables them to exercise their capabilities.

The Society believes this requires applying a systems 
framework* emerging from reflective inquiry in which 
levels of work and capability are the initial paradigm 
and growth in human awareness is the essential process. 

The benefits are organizational effectiveness, fulfilled 
people and organizations designed for value-creation, 
sustainability and social well-being.
Note: inspired by the work of Wilfred Brown and Elliott Jaques

The Global Organization Design Society was founded in 
2004 to establish and operate a worldwide association 
of business users, consultants, and academics interested 
in science-based management to improve organizational 
effectiveness. 

The GO Society fulfills its purpose by: 

• Promoting among existing users increased awareness, 
understanding and skilled knowledge in applying 
concepts of Levels of Work Complexity, Levels of 
Human Capability, Accountability, and other concepts 
included in Requisite Organization and/or Stratified 
Systems Theory. 

• Promoting among potential users of the methods, 
appreciation of the variety of uses and benefits of 
science-based management, and access to resources. 
The GO Society supports the learning and development 
of current and future practitioners by holding world 
conferences and professional development workshops, 
publishing books and a journal, and maintaining 
a resource-rich web site with related articles, 
monographs, books, videos, blogs, discussion groups, 
and surveys. 
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