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INTRODUCTION

THE SEVEN c's OF
SURVIVAL

The most importam person for every
company is The Customer. He is ehe one
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The next important thing to stay com
petitive is the price of the produCL Cost
consciousness in all areas and at all levels is
therefore essential. The goal, however, is
not necessarily the lowest cost, but the best
result to cost ratio.

Customer orientation, total qualiry, cost
consciousness are elements which are im
possible to fully control from above by su
periors, but are day to day requirements for
each employee. The employees themselves
have to make appropriate decisions. "Power
to the people" is the key sentence.

This involves a radica1 change in attitude
and in management sryles. It means lean
management, breakdown of old and rigid
hierarchies, reengineering of rraditional
methods and organizations, improved com
munication within the company and actions
of constant improvement (KAlZEN).

These ideas are all but new, they date
back as far as the seventies (e.g. Peter
Drucker).

Ir looks like the recent recession has in
troduced all these changes, but actually all
it did was acc~lerate the pace of change.
Those companies, who used the crises as a
chance for change, will be weil prepared for
the future.

Readiness for continuing change is there
fore another C to add to our list of essen
tials for HR management.

The HR manager must constantly push
and support these changes, he must beco
me a change agent in industry.

In order to be able to accept and under
go change, lifelong continuous learning is
a necessiry.

Ir is an accepted fact that the halflife ti
me of knowledge gets shorter and shorter,
especially for professional knowledge but
for organizational behaviour as well. No
wadays, after finishing universiry, one has
just finished half of the lifetime learning.

Especially with all the changes going on,
Creativiry is a "conditio sine qua non", a
valuable and indispensable qualiry for sur
vival in management. On the other hand,
each major company has research and de
velopment deparrrnents where management
has to assure an environment that enhan
ces creativiry similar to universities.

So we end up with seven C's, seven most
important attirudes in our changing world:

• CUSTOMER ORIENTATION

COMPETITIVENESS
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CONCEPT OF TOTAL QUALITY

• COST CONSCIOUSNESS

CHANGE

CONTINUOUS LEARNING

CREATIVITY

All these facts deeply influence the day
to day work of HR.

Let us now follow the path of an em
ployee through his or her professional ca
reer (Fig. 2).

FIG. 2: HUMAN RESOURCES MANAGEMENT

STRATEGY TO ATTRACT
PEOPLE

Even before finishing his or her studies,
chances are that a student already has
contaets with industry. Practica1 work du
ring summer holidays, master's or doctor's
theses, or just discussion events at the uni
versiry or any other place - there are many
ways of approaching a student.

And a company is weil advised to look
for new employees already in the c1ass
rooms and on the campuses. Excellent peo
pie are and always will be rare and every
company wants just them. Some ofAVL's
management and scientific staff, for ex
arnple, are teaching at the universities or
at professional c1asses. This is an excellent
way of getting acquainted with students
and their skills.

RECRUITMENT

Personnel is expensive for a company, and
every additional job and every replacement
is discussed thorougWy and planned ahead.

Once a job opening has to be filled, it is
the responsibiliry of HR management to
achieve the best possible match berween
the job requirements and the skills of the
applicant. This presupposes a c1ear defini-
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tion of the job requirements and the can
didate's desired profile. These prerequisi
tes are prepared together with the respec
tive supervisor.

The level of skills needed often determi
nes the way of candidate search. Such me
thods range from personal contacts, adver
tisements, to the services of consultants or
head hunters. The range of cost is very lar-

ge and the best value to cost efficiency must
be decided upon.

There are numerous selection procedu
res, too, ranging from structured intervie
ws via all kinds of tests to assessment cen
ters. In any case, HR will be involved as weil
as the respective supervisor. This step is
most important, because there is nothing
more expensive than to select the wrong
employee.

INTRODUCTION AND
INTEGRATION

When the contract is finally signed, the
employee enters a most important and most
often neglected portion of the professional
life: Introduetion into the company and the
work and Integration in the organization
and the company culture.

No school, no universiry can supply all
the skills necessary for every job. The new
employee has not only to learn about the
special ways things are done in the com
pany, but in most cases has to acquire the
level of technology a company is using. In
the case ofAVL, a universiry engineer will
need one to one and a half years before he
can start to contribute with his work to the
company.
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fiG. 3: TWO CAREIR POSSIBILITIES

PERSONNEL DEVELOPMENT

The next two stations in our path
through a professionallifetime are, unfor
tunately, oEren only wishful thinking. An
enterprise that values humanity would help
older people to avoid the so called pension
shock by planning a careful phasing out pe
riod. Reducing the stress, but utilizing all
the experience the employee has gained in
his life, and at the same time gradually buil
ding up the replacement, helps both the
company and the employee.

In any case a company should stay in
contact with its retired former employees
and maintain communication through
company newsletters, invitarion to Christ
mas parties or sirnilar activities.

fiG. 4: LEADERSHIP CONCEPT

CONCLUSION

Flexibility is needed to adapt to unusual
situations and will be needed to carry out
all the changes ahead of uso Some compa
nies have just become aware of the chan
ging environment, others have fully chan
ged into a lean enterprise with a total qua
lity concept. But finally they all have to ac
cept the change:

In this transition process, HR manage
ment plays a vital role as a change agent, a
coach to managers and employees, and a
center of communication.

OUTPHASING AND
RETIREMENT

ded or will recommend the participation
in outside seminars. This important activi
ty we call AVL academy.

Achievement ofobjectives and increased
knowledge by taking part in further edu
cation will of course have a positive influ
ence on the professional career and the in
come of the employee.

Parallel to the definition ofobjectives the
re is a discussion between employees and su
pervisor abour the long term objectives of
the company and the plans of the indivi
dual about his or her further career. Prefe
rably such meetings with a personal review
should take place on a yearly basis. A need
for further education will most probably
become obvious from both discussions, de
fining personal directions and the agree
ment on work objectives. All requirements
for further education are collected and ta
ken care of by the HR department. Ir or
ganizes special seminars on the subjects nee-

Figure 4 may show the complexity ofper
sonnel development and the interaction bet
ween management by objectives, person
nel development, training and a promoti
on system both in terms of remuneration
and professional career.

Company goals and personal goals to be
reached within a certain period are agreed
upon between each employee and the su
pervisor. For a successful management by
objectives it is important that these goals are
not just imposed on the employee bur find
his or her acceptance.

organizarions. Depending on the courage of
top management, the old line-strueture will
more or less disappear. The ultimate is a
srructure with no hierarchy, based on total
information.

In the future, with flat organizations and
lean management, there will be fewer and
fewer positions. Creativity is needed to sol
ve this conflict between employee sarisfac
tion and efficient organization.

One possible solution are the so called
dualladders or professional hierarchies, non
- managerial career paths (Fig. 3). Em
ployees reaching certain professional levels
are rewarded (in salary) just as managers
and have certain rights - and duties - in the
company.

Another important aspect in this conten
is a shift of industrial organizations from li
ne management towards project manage
ment. The person who manages a project
for a certain time period will have much
more power than the line managers.

Personnel development, organization de
velopment, succession planning, a training
plan coordinated with all the other effofts
and the subsequent introduction - the suc
cess of these activities is the yardstick HR
management will be measured against.

Une
Management

Professional
expertise

Hopefully everything is o.k., and the em
ployee enters the next part, which contains
the bulks of HR engagement. Appraisals,
promotions in salary and position, job ro
tation, bur above all: training are impor
tant points of repeated interaction with HR
management, while the main part of ma
nagement and leadership is - hopefully 
done by the respective supervisor.

In chis period it may happen that the em
ployee quits and moves to another com
pany. We have to hire another person, in
troduce the new employee who has to ac
quire new experience, because the experi
ence of the person who leEr went with him.
And may help the competitor.

HR therefore has to make every effort to
keep good employees. Ofcourse, there is al
so the opposite and most painful task for
HR - if a company has to reduce its staff
for economical reasons.

This leads us to the most important task
in this period: Personnel Development.

The classic way of promoting people is,
besides salary increases, to let them climb
the ladder of line management. Given that
one only hires good people, however, the
re are just not enough managerial positions
to reward everybody who deserves it.

Moreover, modern management goes
away from rigid structures of hierarchies
and tries to build flexible, projecr-oriented

If one finds out after this period that he
or she is not the right person in the right
place, or if the newcomer decides that the
job or the company does not live up to
his/her expecrations, the company has lost
time and money. Not only has it paid sa
lary all this time, it has lost one and a half
years and has to start it all over again. This
may delay the development of a product,
its market introduction and may result in
a serious loss.
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