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Take-Aways
	Expand your focus beyond HR integration, beyond being a business partner and beyond strategy to encompass deep knowledge of the “business of the business.”
	Know your business’s global framework and its shifting political, societal, economic, cultural and technological landscapes.
	Widen your scope to include outside stakeholders: clients, investors, partners, and more so you can “work from the outside in.”
	Discern what matters in this wider scope; connect it to the firm via your HR capabilities.
	“Working from the outside in” means determining strategy and putting it into practice.
	Focus HR’s efforts on building staff “capabilities” to execute high-priority work. Build excellence among your HR team.
	Build a change-ready firm. Craft and communicate a burning platform for change.
	Master technology, especially knowledge management and the flow of information.
	You can influence strategic decisions and do more as an executive based on your knowledge of your firm’s human factors.
	Leaders who see the importance of “intangibles” will turn to HR for advice and solutions.


Recommendation
Human resources stalwarts Dave Ulrich, Jon Younger, Wayne Brockbank and Mike Ulrich articulate an authentically new level of leadership for HR, one that will vault HR professionals to the forefront of decision making in their organizations. The authors encourage HR leaders to expand their scope to include crucial external stakeholders. “Working from the outside in” means determining – not simply implementing – strategy; shaping the corporate culture, not just upholding it; and using information technology to seize opportunities. getAbstract is confident that this book will deliver a clear advantage to any HR professional or leader. The HR world stands on the brink of transformation and, this time, companies are asking HR to lead the way.

Summary
The Faces of Human Resources
If you are an HR professional, you are trying to be an analyst, business partner, consultant, coach, leader, innovator, strategist, technologist, and more, and all at once. Sound HR leaders get involved in strategy, advise line managers, and develop integrated practices that engage the workforce and make the organization an attractive place to work. For all that, they mostly focus inward. You have to ask yourself if you are backing the business up or managing it?
“When they start and ground their work with the business, HR professionals think and behave from the outside in.”

The transformational leap for HR calls for marshaling the underleveraged power of information flow, technology and external stakeholders. That means widening your perspective about identifying your stakeholders so you encompass all pivotal external participants – including customers, partners, investors, suppliers and community members. These groups can be the gateway to sustainable organizational success.
“For the last 15 to 20 years, HR has worked to link its work to the strategy or purposes of a business. This work has expanded HR practices from the primary focus on talent to include contribution to culture and leadership.”

Strategies to accomplish this outreach include: 1) Invite partners into your training sessions; 2) co-create employee performance measures with clients and suppliers; 3) build your reputation as an employer and external leader; 4) manage the community’s overall perception of your firm; 5) involve customers in selecting new hires and rewarding current staff; and 6) work with investors and shareholders on strategy development.
“Focusing on the business of the business enables HR professionals to add meaningful and sustainable value.”

HR professionals should join leaders in operations, finance, IT and other disciplines in learning the “outside” perspective. HR managers must look beyond their organizations and learn to understand the business, social, political, economic and cultural developments that might affect their firm or shape its opportunities. Then they must interpret what they’ve encountered through HR’s unique lens of talent, culture and the intangible human factors at work in their organization.
The “Six Competencies”
HR professionals need to place greater emphasis on the broader context of their operations. “Outside-in” HR leaders will innovate, integrate, lead change and build their organization’s capabilities, with an awareness and appreciation of the external framework of the company’s business. HR leaders need these six competencies:
1. “Strategic Positioner”
In its new outside-in leadership role, HR will shift and rebalance its existing competencies and develop at least one new capability: the strategic positioner. This means studying the external influences on your field and your organization. Learn about the governmental, sociological, technological, economic, demographic, labor-related, regulatory and financial forces that shape your firm’s global conditions. Refine your perspective by interviewing “customers, investors, partners,” suppliers and other stakeholders to understand the competitive forces you face. Combine this knowledge with your understanding of HR to influence your company’s strategy development and implementation. Information has limited value until you analyze it and view it in a context that helps you and your firm’s management reach better decisions – like steering away from unwarranted risk and toward new opportunities.
“A primary challenge for HR going forward is to turn external business trends and shareholder expectations into internal HR practices and actions.”

The HR leaders at the MOL Group, an energy company in Europe, study demographic trends to forecast the future availability of talent. Facing personnel shortages, they work with colleges, high schools and educators’ associations to promote careers in their industry. They leverage Facebook and other social media tools to run engineering and science contests, and to sponsor community events that can help brand their organization as an employer of choice.
2. “Credible Activist”
Follow through on your commitments; earn a reputation for reliability and results. Become an authority in your field and proactively contribute evidence-based recommendations to solve problems that affect your organization. To gain the trust and respect of inside and outside stakeholders, bring your knowledge, experience and insight to bear on pressing issues. For instance, in 2000, Humana’s HR department took the lead in defining an inspiring purpose and mission for the company as it struggled with cost and morale issues. HR’s understanding of the need for inspiration – inside the organization and among its customers – led to “Humana’s dream,” a rallying point for employees who are committed to the organization’s purpose.
3. “Capability Builder”
Study your firm’s history and foundational documents; talk with executives, employees, customers, investors and other stakeholders to develop a clear knowledge of your organization’s image and how it stands out in its field. For instance, you might have a reputation for developing innovative products quickly; for practicing world-class talent management or for designing sleek, user-friendly merchandise. The areas in which your organization excels are the competencies that contribute most to its differentiation and competitive advantage. These distinctions survive the comings and goings of employees and executives. Take the lead in discovering and documenting these competencies so everyone in your organization understands their importance. Concentrate your efforts to acquire, develop, communicate, encourage, measure and improve those “capabilities” in all aspects of HR leadership, including culture, values and branding.
“Being a capability builder matters because capabilities outlast any individual leader, and they establish an organization’s identity that endures over time.”

For example, Apple competes on speed and innovation. It recruits creative risk takers for product development. Novartis, a pharmaceutical company, competes with flawless delivery of safe, tested products; it focuses on hiring meticulous, risk-averse developers.
4. “Change Champion”
Help your organization tackle change rather than resist it. Build your case for reform with evidence and facts. Create a clear, compelling reason for change that will overcome inevitable organizational resistance and inertia. Construct a network of advocates in your organization, including external influencers. Choose people with heft and credibility to promote the reasons for internal transformation and lead by example. Develop or select change methods that fit your firm’s culture, not merely “best practices” borrowed from other companies. Create teams of the right people, give them sufficient resources and gain long-term commitments from powerful sponsors so you can see the change effort through to the end and maintain its effects.
“What gets measured gets done. Without HR metrics, decisions are made on impressions and instinct, not facts.”

Matt Schulyer, Chief HR Officer for Hilton Worldwide, actively promotes change by articulating the company’s global vision and painting a compelling picture for its 500,000-plus employees and partners. This vision inspires and clarifies the need for an agile firm that must change frequently to compete in a fast, crowded and complex business.
5. “Human Resource Innovator and Integrator”
Break down HR silos so that each element leverages and strengthens the others. For example, when the need for new skills becomes apparent in the performance management process, share that information with those responsible for recruiting, learning and retention. Align HR’s efforts with the business by interpreting corporate strategy and high priorities through HR’s perspective. Be an expert on the talent, leadership and cultural implications of the firm’s main strategic objectives. Align and integrate HR practices around executing those priorities. Lead based on your knowledge of what tasks take precedence, by organizing the firm’s skills and abilities, and by tracking, measuring and adjusting HR initiatives as you execute corporate priorities.
“Technology use in HR lags far behind technology use in operations, finance or marketing.”

Facing both productivity demands and significant downsizing, HR leaders at AXA Equitable organized initiatives to increase employee engagement and reduce unnecessary work. They integrated these initiatives to enhance one another. By reducing low-value tasks, AXA boosted employee engagement. That, in turn, generated new ideas for improved processes.
6. “Technology Proponent”
Of the six competencies, HR professionals rank worst in their technology knowledge and skills, yet this competency affects the business more than any other. Expand your knowledge of IT beyond standard HR recruiting, learning and performance-management tools. Gain expertise in social networking and social learning platforms; take the lead in building networks that connect employees, leaders, customers and other stakeholders. Revitalize old and probably failed knowledge-management initiatives, but utilize the power of technology and networks to give data meaning and impact. Assemble and combine information into actionable insight and get it into the hands of the people who need it. Use technology to connect to and include those inside and outside the firm. Organize this knowledge to help the organization make better, faster decisions.
“If an organization cannot change as fast as the pace of change in its environment, the organization will fall behind, decline and disappear.”

One leading technology firm gathers its entire senior leadership team once a week to focus largely on information: how to collect it and disseminate it throughout the organization, and how to place it where it can do the greatest good. The company’s leaders know that people naturally hoard information, and that they must teach, encourage, reinforce and reward sharing.
Becoming an Outside-In HR Professional
You’ve been through HR transformations, such as becoming a business partner and linking all HR initiatives to corporate strategy. Those capabilities are still important. For the next step, develop the six competencies to position you as a professional who:
	Understands the business and develops stakeholder relationships inside and out.
	Gathers knowledge and feedback from many sources and understands the context in which the business operates, including the pivotal players.
	Recognizes the organization’s differentiators and competitive challenges.
	Puts that knowledge to work through the lens of HR to add unique insight and value.
	Produces actionable advice that aids in better, faster decision making and leads to forming and executing strategy, avoiding unacceptable risk and seizing opportunity.
	In the process, builds personal credibility, “self awareness” and “brand.”

Building an Outside-In HR Operation
HR departments self-assess their performance more accurately than their constituents do, particularly their external stakeholders. As you include these participants, understand that your individual impact on these investors, clients and other outsiders may be limited. Even if your team has several outside-in stars, your effort will have more impact if you mount a cohesive, excellent outside-in team. Prioritize building that team’s capabilities.
“Best practice should come with a warning label: what works for other companies may not be applicable or in the best interest of your organization.”

Make sure you’ve built a solid foundation before reaching for the next level in HR’s evolution. Critical processes in HR administration – payroll, benefits, and the like – must be watertight before you can turn your attention elsewhere. Audit your proficiencies in the core areas of HR practice, including how you integrate expected capabilities, your team’s abilities and your staff’s reputation as “business partners.” Have your house in order.
“HR has not done a viable job of communicating to non-HR observers the value that HR creates.”

Don’t be so busy helping other departments that you neglect your own. Build an HR unit that invests in its people, measures and improves their engagement, and nurtures a culture of appreciation. Consider the structure of HR. Is it a matrix? Is it centralized or decentralized? Don’t obsess on this element – you’ve probably spent years “getting HR right” in terms of structure. Accept it; make sure it’s solid and move on.
“In today’s information-rich environment...information [must] be interpreted in a way that adds unique and important insights to decision making.”

Develop an HR plan that captures the elements of the six competencies. Include outside and global perspectives that bear on the company’s highest priorities. Describe in detail the main department tasks. Link deliverables to those responsible for their execution and include a detailed timeline. Determine how to make your team capable of executing the plan. Measure your work and analyze it to inform better decisions.
“Lasting happiness comes from finding meaning, not just performing activities.”

Change is nothing new to HR professionals. However, at this juncture in history, a sea of change is occurring. HR is expanding its scope and organizations are asking it to do more – even to take the lead in building organizational value and differentiation built on the depth and quality of talent, leadership, and the resilience of the corporate culture.                                                                                                 
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