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Human Resource Management in the Service Sector
Tutors:  Nick Kinnie and Juani Swart
The service sector dominates employment in modern economies and presents a number of distinctive HR challenges.  This final year undergraduate unit is aimed at highlighting and addressing these challenges in the knowledge-intensive service sector where the success of firms is highly dependent on the knowledge and skills of their employees.  This sector presents us with the most basic, but intricate, of problems of attracting, retaining, developing, managing and rewarding employees. 

We will address these key challenges by taking a three-tiered approach (see Figure 1). Firstly, we take a closer look at the characteristics of the service sector (Lecture 1). Here we pay attention to the development of the service based economy and will review the types of firms which make up this sector. 

During the second section of the course we develop theoretical tools/lenses for analysis of the key challenges that exist within firms in this industry (Lectures 2 and 3). The final and main part of the course will be devoted to a case-based approach to the identification of HR challenges within service-based organisations. We spend two weeks each on firms in the call-centre, management consulting, legal and creative industries. In each of these sets of lectures we will use written or live case studies to illustrate the HR challenges.

Our expectations are that you will have taken a level 2 unit (or its equivalent abroad) in HRM or Employee Relations so that you:

· Are familiar with the basic HRM practices theory

· Will be able to apply this theory to complex organisational settings

· Will develop your organisational diagnosis skills by applying theoretical frames to case studies

· Are able to identify and discuss the implications of managerial practices within service-based organisations

· Are willing to actively engage with both relevant literature and practitioners in the service sector
In return you can expect to:

· Have access to the latest thinking in the HRM field

· Engage with case-study organisations and practitioners in this dominant sector

· Develop skills that you will be able to use in your career

· Gain insight into advanced Human Resource practice implications

· Understand the complexity of managing people within knowledge-based organisations.

Figure 1: The structure of the course
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Characteristics of the service sector

Summary and revision


Reading
There is no set text and readings will be given each week for specific lectures based on articles and chapters.  However, we can suggest the following readings:

· Korczynski, M. (2002) HRM in the Service Sector, Palgrave Chapters 1-4 and 11
· Frenkel, S.J., Korczynski, M., Shire, K.A. and Tam, M. (1999) On the front line, Organization of work in the information economy. Ithaca, NY: Cornell UP.

· Kinnie, N., Swart, J., Snell, S. Morris, S. and Kang, S.C. (2006) Managing People and Knowledge in Professional Service Firms (not yet published – available in manuscript form)

· Torrington, D., Hall, L. and Taylor, S. (2005) Human Resource Management (6th ed.) Prentice Hall pp. 249-255.
· Brewster, C. et al (2003) Contemporary Issues in Human Resource Management, Chapter 7
· Leopold, J. et al (2005) The Strategic Managing of Human Resources, Chapter 11

· Maister, D. (2003) Managing the Professional Service Firm, Simon and Shuster
· Alvesson, M. (1995) Management of Knowledge Intensive Companies. Berlin/New York: de Gruyter
· Alvesson, M. (1993) Organization as rhetoric. Knowledge-intensive companies and the struggle with ambiguity. Journal of Management Studies, 30(6): 997-1015

The lecturers will provide copies of OHPs and other materials on the day.  An asterisk (*) indicates that the material is core reading and should ideally be read before the session.  Other readings are regarded as supplementary and can be read to broaden the understanding of a specific topic.  Readings indicated as (OP) will be placed in the Library off-print collection – however until they are available in the Library they will be available for consultation from the School of Management office.
Lecture 1: Introduction: aims of the course and its focus
Overview of the services sector
Tuesday 3rd October (9.15-11.15)
Following an introduction to the unit we will begin our overview of the service sector.  We will consider the characteristics of service work, different types of organisations within this sector and how we may approach a sectoral analysis. We will then move on to consider the HR challenges within this sector. 

*Korczynski (2002) Chapter 1
Torrington et al (2005) pp. 249-255

Greenwood, R. and Suddaby, R. (eds) (2006) Professional Service Firms Introduction (OP)
Kinnie, N., Swart, J., Snell, S. Morris, S. and Kang, S.C. (2006) Managing People and Knowledge in Professional Service Firms Chapter 1 (OP)

Batt, R. (2006) Service Strategies: Marketing, Operations and Human Resources Practices (unpublished manuscript) (OP)

Lecture 2: HRM practices – overview and tools for analysis
Tuesday 10th October (9.15-11.15)
We begin our detailed analysis of the HR challenges presented by the knowledge based service sector by examining the key resources, or forms of capital upon which these firms rely.  We then move on to consider how HR practices can contribute to the interactions between these forms of capital to facilitate the creation of valuable products and services.
Boxall, P. (2003) HR Strategy and competitive advantage in the service sector, Human Resource Management Journal, 13 (3) 5-20.

Brewster, C. et al (2003) Contemporary Issues in Human Resource Management, Chapter 7 (OP)

*Kinnie, N., Swart, J., Snell, S. Morris, S. and Kang, S.C. (2006) Managing People and Knowledge in Professional Service Firms Chapters 2 and 4 (OP)
Hislop, D. (2002) Linking human resource management and knowledge management via commitment.  A review and research agenda, Employee Relations, 25 (2) 182-202

Swart, J., and Kinnie, N. (2003) Knowledge-intensive firms: the influence of the client on HR systems. Human Resource Management Journal, 13 (3), 37-55 

Leana, C.R. and van Buren, H.J. (1999) Organizational social capital and employment practices. Academy of Management Review, 24(3), 538 – 555

Maister, D. (2003) Chapters 13-18
Morris, T (2000) Promotion policies and knowledge bases in the professional service firm. In M. Peiperl, M Arthur, R., Goffee and T. Morris (Eds). Career frontiers: new conceptions of working lives. OUP: Oxford.
Lecture 3: Managing knowledge workers in the service economy

Tuesday 17th October (9.15-11.15) 
This session will consider the particular challenges involved in the management of service sector knowledge as well as service-based knowledge workers. Here we review particular theoretical frameworks which can be used in the analysis of your case studies and in the assignment. We firstly define what knowledge workers are and the HRM challenges that are associated with their management. In particular we take a closer look at the retention-employability dilemma and at how managers could use an identity framework to manage and resolve these tensions. 

This lecture also introduces knowledge management frameworks by taking a knowledge-based view of the firms. These frameworks will be developed further during their course and their application to the service sector will be considered. 

*Alvesson, M. (2000) Social identity and the problem of loyalty in knowledge intensive companies. Journal of Management Studies, 37(8): 1101 - 1123

Blackler, F. (1995) Knowledge, knowledge work and organizations: an overview. Organization Studies, 16(6): 1021-1047.


Drucker, P.F. (1999) Knowledge-worker productivity: the biggest challenge. Californian Management Review. 41(2): 79-94

*Lepak, D. and Snell, S.A. (1999) The human resource architecture: toward a theory of human capital allocation and development. Academy of management review, 24(1): 31-48

May, T. Y., Korczynski, M. and Frenkel, S. J. (2002) Organizational and occupational commitment: knowledge workers in large organisations. Journal of Management Studies, 39(6): 775-801.
*Newell, S., Robertson, M., Scarbrough, H., & Swan, J (2002) Managing knowledge work. Palgrave MacMillan: London. Chapter 4: Human Resource Management and knowledge work (pp. 69-91)
Scarbrough, H. (1999) Knowledge as work: Conflicts in the Management of Knowledge Workers. Technology Analysis and Strategic Management, 11(1): 5-16.

Starbuck, W.H. (1992) Learning by knowledge-intensive firms. Journal of Management Studies. 29: 713 - 740

Swart, J. and Kinnie, N. (2004) Managing the careers of professional knowledge workers. CIPD: London. ISBN 184398056 7
*Swart, J. (2006) HRM and knowledge workers. Wright, P., Purcell, J. and Boxall, P. (eds.) Handbook of Human Resource Management. Oxford University Press. Chapter 22 

Quinn, J., Anderson, P., & Finkelstein, S. (1998) Managing Professional Intellect: Making the most of the best. Harvard Business Review on Knowledge Management. HBS Press: Boston MA
Lecture 4: Call centers 1
Tuesday 24th October (9.15-11.15)
Call centres have grown rapidly in the last 15 years and present a number of distinctive managerial challenges.  We will first review the growth of these firms and identify how and why they have grown.  We then move on to a discussion of the key managerial challenges and discuss the evidence available on the nature of working life in these organizations.  Particular attention will be given to the issues of recruitment retention and the HR practices which are pursued.  We conclude the session with a look at the recent move towards off-shoring of call centre work and the HR issues that this throws up.
*Korczynski (2002) pp. 90-96

Deery, S and Kinnie, N. (2004) Call Centres and Human Resource Management Chapters 1* (or the HRMJ article below), 2, 3, 5, 6, 9 and 10
Deery, S. and Kinnie, N. (2002) Call centres and beyond: a thematic evaluation, Human Resource Management Journal  12, 4, (2002)

Holman, D. (2005) The essentials of the new workplace, Chapter 7

Batt, R. (2002) Managing Customer Services: Human resource practices, quit rates and sales growth’, Academy of Management Journal, 45 (3) 587-97

Callaghan, G. and Thompson, P. (2002) ‘‘We Recruit Attitude’: the selection and shaping of routine call centre labour’, Journal of Management Studies, 39(2) 233-54
Kinnie, N., Hutchinson, S. and Purcell, J. (2000) ‘“Fun and Surveillance”: The paradox of high commitment management in call centres’, International Journal of Human Resource Management, 11, 5, 1-19.

Taylor, P. and Bain, P. (1999) ‘An assembly line in the head: work and employment relations in the call centre’ Industrial Relations Journal, 30(2) 101-117.

Walsh, J and Deery, S. (2005) Refashioning Organizational Boundaries: outsourcing Customer Service Work, Journal of Management Studies, 43 (3) 557-582.
Lecture 5: Call Centers II
Tuesday 31st October (9.15-11.15)
The second week of our examination of call centres will be based around a case study of a call centre which has partially off-shored its call centre activities and the HRM issues that this creates.
Case study: Norwich Union
Lecture 6: Management consultancies I

Tuesday 7th November (9.15-11.15)

The following two lectures take as their background the seminal work of Chris Argyris on management consultancies. Here we pay attention to the interrelationship between the organisational and the individual levels. That is we take a closer look at the management of knowledge in large and small management consultancies and we explore how consultants may be managed in these settings. It is important that the two lectures (6 and 7) are seen as a whole because it is the behaviour and management of individual consultants which impacts directly on the ability of the firm to renew its knowledge. At the heart of this interplay we consider the following three (3) frameworks for analysis:

a. managerial aspects of identity management, 

b. knowledge renewal and 

c. the boundaries of the firm.

It is important that you ‘keep all three lenses for analysis in mind’ as we work through the literature and cases on management consultancies.

In the first lecture we consider industry phenomena such as:

(i) the reorganization of major players, i.e. the merging of the large consultancy firms. Here we take a closer look at the PricewaterhouseCoopers case study

(ii) de-professionalization, i.e. the rise of the small and boutique consultancies

(iii) the role consultancies play in the diffusion of managerial knowledge, i.e. can they be considered as boundary spanners

The organisational /management consultancy issues that we cover here include:

(i) Strategic knowledge resource in the context of the consultancy

(ii) The role of the client in the consultancy relationship

(iii) The management of individual consultants’ careers in the organisation and the importance of identity and status

At the end of this lecture you will be given a case study for analysis and discussion during the next lecture

*Argyris, C. (1998) Teaching smart people how to learn. In Harvard Business Review on Knowledge Management. HBS Press: Boston MA

Nonaka, I. (1994) A dynamic theory of Organizational knowledge creation. Organization Science, 5 (1), 14-35

Bontis, N. (1998) Intellectual capital: an exploratory study that develops measures and models. Management Decision, 36 (2), 63-76.

Davenport. T.H., & Glaser, J. (2002) Just-in-time delivery comes to knowledge management. HBR, July, 107-111

*Hansen, M.T., Nohria, N., & Tierney, T. (1999) What’s your strategy for managing knowledge? HBR, March-April, 106-116

*Seely Brown, J., & Duguid, P. (2000) Balancing act: how to capture knowledge without killing it. HBR, May-June, 73-80

*Swart, J., Kinnie, N., & Purcell, J. (2003) People and performance in knowledge-intensive firms. CIPD.  London ISBN –0 85292 976 5. Chapter 5.

Lecture 7:  Management Consultancies II  - Boundaries and employment – 
Tuesday 14th November (9.15-11.15)
As discussed in the previous lecture it would be important to view lectures 6 and 7 as a unit. In the previous lecture we would have covered most of the industry and organisational issues that relate to HRM challenges. This lecture would be more focused on the individual level of analysis and the discussion of the case study.

The aspects at the individual level of analysis that we consider include:

(i) Individual learning and knowledge renewal and its relationship to strategic renewal

(ii) The consultants’ career routes as they relate to identity building within a a challenging and ambiguous environment

(iii) The currency of employability within the wider organisation/industry.

The second part of this lecture would be devoted to the discussion of a management consultancy case study. Here I would urge you to apply the following tools to the case analysis:

(i) The forms of strategic resources and their renewal (the reactor model)

(ii) The management of identities across boundaries and the impact that this would have on retention and development

(iii) The role of boundaries in designing and implementing HR practices – who do you employ and who do you manage?

We would have some input from a senior management consultant in this lecture and your views and analysis will be debated in the lecture – some prepared!

Readings as per previous lecture

Case study: McKinsey&Co

Lecture 8:  Law firms 1
Tuesday 21st November (9.15-11.15) 
The environment within which law firms is changing very quickly.  The result is they are being required to change their organisational structures and their knowledge sharing processes.  This poses a whole series of questions for HR practices, which in many organizations are very traditionally based.  We will highlight and discuss these key challenges and focus in particular on the issues of reward and promotion.
Hunter, L., Beaumont, P. and Lee, M. (2002) Knowledge Management practice in Scottish Law Firms, Human Resource Management Journal, 12 (2) 4-21.

Scherer, P.D. and Lee, K., (2002) Institutional Change in Large Law Firms: A Resource dependency and Institutional Perspective, Academy of Management Journal, 45 (1) 102-119.

Scherer, P. D (1995) Leveraging Human Assets in Law Firms: Human Capital Structures and Organizational capabilities, Industrial and Labor Relations Review, 48 (4) 671-691.
Morris, T. and Pinnington, A. (1998) Promotion to Partner in Professional Service Firms’ Human Relations 51 (1) 3-24

Lecture 9: Law firms II
Tuesday 28th November (9.15-11.15)
This week we will focus on a case study of a fast growing local law firm.  In particular we will consider the changes that they need to make to their reward and promotion practices in order to attract and retain their valuable talent.
Readings as per previous lecture

Case study: Withy King
Lectures 10: Creatives I

Tuesday 5th December (9.15-11.15)
Creative organizations such as marketing and advertising agencies operate in fast moving, uncertain environments.  They often work for a relatively small number of clients who can exercise a strong influence over the management of their business.  This presents a distinctive set of HR challenges which must be overcome if the firm is to be successful.  We will review these challenges and begin our analysis of the case of a fast growing marketing agency.
Florida, R. and Goodnight, J. (2005) Managing for Creativity, Harvard Business Review, July-August, 125-131.

Coutu, D. L. (2000) Creating the most frightening company on Earth, Harvard Business Review, September–October, 143-150

Alvesson, M (1994) Talking in organizations: Managing identity and impressions in an advertising agency, Organization Studies 15 (4) 535-563

Grabher, G. (2004) Temporary Architectures of Learning, Organization Studies, 25(9) 1491-1514.

Grabher, G. (2002) The Project Ecology of Advertising: Tasks, Talents and Teams Regional Studies, 36 (3) 245-262.

Case study: ‘Kaleidoscope’
Lectures 10: Creatives II and revision

Tuesday 12th December (9.15-11.15)
We will complete our analysis of the case study and highlight the lessons for the management of HR in creative organizations.
Readings as per previous lecture

The second part of the session will be devoted to a review and summary of the course together with a discussion of examination expectations.

Teaching style
Each session will include a lecture to cover the argument and evidence and some prior reading will be assumed.  A case study or group discussion during the session will be used to illustrate the issues.  Sometimes a case study will be issued but in general we prefer to discuss contemporary issues and examples where policy is being developed.  We also very strongly welcome illustrations that prove or more often disprove the point we are trying to make drawn from your experience. 
Assignment and examination
Assignment: 3,000 words individual – weighted at 30%
Written examination weighted at 70%

Juani Swart

mnsjas@management.bath.ac.uk
ext 3108

8W 4.14
http://www.tacitknowing.com/

Nick Kinnie

mnsnjk@management.bath.ac.uk
ext 6686

8W 4.10

http://people.bath.ac.uk/mnsnjk/teaching.htm
October 2006
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