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Introduction

In developing human resources (HR) management approaches to the InterClean Inc. scenario, fundamental principals are necessary for the completion of a unified plan. The creation of business unit interdependence, based on a central company vision that is communicated throughout the organization is considered the primary key to achieving sustained competitive advantage. Rather than viewing the InterClean Inc. transition as a problem, this paper attempts to organize the process as an enterprise opportunity to address real issues necessary for the new products/services campaign. Included in this analysis through the 9 step PBL model, are concepts meant to support informed business decisions that have proven to help real world companies succeed in growing from change proposals, to achieving and maintaining effective HR practices.
Describe the Situation


Restructuring the framework of InterClean Inc. requires an organizational commitment towards accomplishing new objectives. The main focus for management should be to communicate clearly with all departments how important operational effectiveness and strategy is, for making the products services vision work. Each business unit must be aware of the necessity  for activities to interrelate, while consistently accomplishing pro-active success cycles to satisfy measurement expectations. Issues such as employee motivation, behavior optimization, egalitarian perceptions, organizational commitment, and job security should be identified and dealt with as a function of the HR department. Due to industry pressures that have a tendency to confuse employee focus, staff self activation and conscious cyclical maintenance must be considered a communicated pre-requisite before accepting tasks.

While the InterClean Inc. scenario establishes a setting that generates goal deadlines for all employees. Management discourse, and staff remarks present potential problems that are better framed as opportunities. Often upper level executives feel obligated to please the owners by accomplishing profitability in the short term, while forgetting essential components for creating sustainable competitive advantage. In the process, the interrelationships required within the company strategic objective is generally compromised.

Though expansion and alignment is the new focus of InterClean Inc., key people involved will directly help the corporate horizons materialize. Main stakeholders such as customers, and all the way to top management need to be involved in re-configuring processes for developing a “virtuous circle.” (Milkovich, et al…Chapter 2, pg 24) Following business unit assessments, optimal and progressive behaviors are expected to enable a “single mindedness” to evolve and sustain.

The management team has very specific duties for equitable transitioning and risk mitigation to occur. All employees should be required to participate in general training and development exercises, which should stimulate healthy “learning organization” perceptions. (Porter, What is Strategy?. Pg 2) Additionally, job security concerns should be extinguished through clear information sessions meant to establish positive connections for the company future. A true structural fit must be well communicated, designed, and understood by all staff to encourage behaviors toward a new enterprise mission.
Frame the Problem


InterClean Inc. has an opportunity to re-create itself as a competitive entity in the industrial/domestic cleaning services industry. Considering the state of the company, many possibilities exist that might secure a place in a market (or not!). Considering currently tested strategy theories and HR practices, would be the most favorable way to develop realistic solutions. With that said, certain traditional systems should be deemed un-productive, while improved training and development practices should follow an agreed upon mission statement giving birth to the new corporation ideology. Although an optimistic reconfiguration might be criticized as an idealistic view of how to build an organization, factual cases support the previous argument (benchmark examples follow later).

Prosperous companies have different ways of generating growth, depending on market position and product/services differentiation. In the case of InterClean Inc., the company hopes to expand  through extensive learning and by implementing staff alignment. Having recently acquired Envirotech, InterClean Inc. has a chance to assess needs drawing on the new alliance relationship, and gain from real cleaning service practices in the industry. At the same time, the company has a short timeline for implementation, training obstacles, and compensation issues to address.

Designing integrative solutions that have compliance guidelines will help the company establish a stronger foundation that is ready for un-expected variables. While sales are easy indications of financial gain, the performance and interrelationship of  sub-units must also be measured. Appropriate skills, knowledge and abilities must be excepted criteria for evaluating progress, behavior performance should be connected to company objectives (Milkovich, Chapter 9, pg 2).

The question that needs to be asked by InterClean is: How can the organization create an HR directed framework that will encourage institutional intelligence, monitor continuous improvement, and inspire business unit interdependency? A consolidation of techniques from all kinds of successful businesses lead us to believe that pro-active learning organizations, built on fairness, security, and humanism, will succeed in developing a healthy HR system.
End State Goals


An important concept to enable employee achievements to occur is called “line of sight.” (Milkovich, Chapter 9, pg 7) Combined with the right group of tools to accomplish tasks, line of sight is an understanding of  necessary knowledge required to produce anticipated goals. Having awareness of end points is often helpful for the person to imagine a desired result. Though InterClean Inc. management is set on a 40% profitability increase by the next year, and a 90 to 180 day training prior to implementation, honest projections are more realistic when considered within horizons of a decade or more. (Porter, What is Strategy?, pg 8) So often companies rush transitions, which result in less complete structuring, and eventually harm the organization down the road.

The primary goal proposed in the scenario is for InterClean Inc. to become an autonomous cleaning solutions resource for institutional and commercial organizations. Adapting to agency regulation pressures and the needs of current and potential clients, will require in depth assessments. Proposing a manual to be completed to educate the sales team on important statutes is a good idea. This is a common practice within the real world. For instance, Ecolab, developed a book called “Ten Environmental Principles” which was designed to help inform clients and staff on regulations.

To mentally paint a picture of how the InterClean Inc. vision looks, imagine a point of light with energy extending outward. The point is the central theme, and the emanations are the organization structures. An overarching organizational theme requires a clear perspective, and strategy relies on activity interrelationships following through. Ideally, the company end results are to contain a well trained staff that are self motivated, are aware of internal business relationships, and those who retain a realistic appreciation for expansion opportunities.
Identify the Alternatives


Strong operational improvements warrant the guidance of generic benchmarking to set criteria for success. Every company has a “different set of activities to deliver a unique mix of value.” (Porter, What is Strategy? Pg 2) Using Ecolab, Toyota, and Schwan foods as examples, InterClean Inc. might establish a presence in their field by applying similar intelligent HR practices. These companies were chosen for study because of their ability to bring staff together towards a common goal, while improving the customer value chain.

Company themes such as “The Toyota Way,” and the “Circle the Customer” strategy (Ecolab), provide a conceptual resource to draw from when implementing modifications within the business functions. Similarly, the Schwan Foods University teaches the importance of “development as an important strategic philosophy,” meant to reach all areas of the company. (ASTD, pg 45) Organizational ideologies effect day to day activities directly and should be developed by fair and integrated councils.

In the InterClean Inc. scenario, management mentions the importance of needs assessment, and a Schwan technique could shed light on the subject. The senior Executive Development Program” (Schwan Foods) uses a “success profile” on selected employees for HR auditing purposes. Evaluations are based on competency, experience, organizational knowledge and attributes. (ASTD, pg 45) Following interviews, the information is then forwarded to a center where assessment ensues. The goal of this process is to devise a plan of implementation to improve current strengths within departments, and that should be consistent with the multi-unit alignment commitment.

Toyota has an exceptional record for human resources innovation. Most scholars would agree that by establishing “The Toyota Way” of “continuous improvement” and “respect for people,” the company secured the chance of becoming the success it envisioned. A combination of management councils, surveys, hotlines, and monitoring programs perpetuates the company recognition as the third most successful automobile corporation.  “Toyota sees good communication as the basis for all activities.” (Toyota, Stakeholders….pg 1)

Finding a good combination of HR practices for InterClean Inc. was the reason for benchmarking the companies mentioned. In summation, the most favorable mix selected includes interdepartment needs assessments, implementation planning, management to front line council decisions evaluation, and an equitable pay system. The responsibilities of the HR department should be transparent and monitored for improved efficiency, while allowing staff to add insight to encourage egalitarian perceptions to develop. These practices along with fair transactional and relational returns are well known to increase loyalty, profitability, and sustainability within the organization. (Milkovich, Chapter 1, pg 9)
Evaluate the Alternatives


Developing the best solution for a company involves rational thinking relative to objective strategies that have been successfully tested. Additionaly, the evaluation of alternatives requires  critical thinking, while realizing that theories only suggest possible outcomes. Therefore, a company must consider which criteria are most important to the accomplishment of goals. Too many imitate each other until one acquires another, and the cycle goes on and on (in every industry). The proposal for InterClean Inc. is to assess, develop, measure, manage, and sustain.

How can the HR department design practices that permanently effect the perceptions of InterClean Inc.? Though many answers tentatively exist, only a few survive scrutiny. The fundamental direction that the organization generates should serve as a main focus for answering trade off questions, and lead the way towards a fair pay system. For a company like InterClean Inc., that is configuring itself for a new market share: cost containment, compensation policies, and attraction/retention issues all need to be part of the assessment/measurement plan. Only a reasonable combination of the most favorable choices will optimize the company’s new phase of growth. (Milkovich, Chapter 2, pg 7)

One of the requirements of achieving operational effectiveness is the ability to eliminate wasted effort. As an organization strives to improve performance and reduce cost, a weak link in communication can lead to energy/momentum lost. To avoid potential problems, InterClean Inc. should establish an incentive system that rewards individuals/departments for encouraging continued activities meant to strengthen alignment. (Porter, Competitive Advantage, pg, pgs 404, 405) A total compensation system must be designed that will support objectives, and motivate the single mindedness of the company.
Identify and Assess Risks


Mitigating risks involves well thought out proposals meant to clearly workout the logistics of the enterprise vision. Key points must be addressed when attempting to allow business knowledge to meet human function mechanisms. (Ram Charan, Why Leaders Fail, pg 3)  A simple transparent approach that is accessible to front-line/mid-line approval would be an innovative plan. Toyota trys to connect with plant employees, because the process eventually improves the customer value chain (which brings value to the company). 


Having acquired Envirotech, InterClean Inc. has a chance to learn from another industry leader, while implementing safety measures to secure a company position in the products/ services cleaning markets. In order to do so, the HR department must have a strategic mindset to enable the company system to transform into the learning organization management hopes it will be. Intelligent resource allocation, and relevant delegation of duties are necessary for the mindset implementation to occur. Accordingly, staff should know what is expected of them, while adopting a pro-active role in the transition period. If motivation and encouragement are important values to management, the InterClean Inc. evolution might result in market position advantage and staff planning careers in the organization.

Strong leadership combined with competent success drivers will provide the foundation needed to set the pace for performance and measurement criteria. Questions such as: 1) Who are the person(s) responsible for making decisions when the industry changes, or need assessments lead the company to believe change is needed? 2) Are employees important to management discussions, or perceived as a collection of people to be manipulated to accommodate board decisions? 3) Does the organization as whole realize the importance of a central/overarching theme that unifies business units towards the same goal? 4) What factors are most important to the company future?-Are the factors based on requests, quality consistency policies, industry service demands, or objectives? (Porter, Competitive Strategy, pg 52) 
When stock options are an executive incentive, management often easily forgets the welfare of the company for short term profitability. Therefore, capitalistic rewards such as stock options have a tendency to destroy community relations within companies, and should be de-emphasized. As discussed, higher overall organizational performance involves a transparent mission alignment that motivates all levels, and implies job security.
Make the Decision


For InterClean Inc. to achieve sustained competitive advantage, employees must be well compensated, motivated, trained, and possess assumptions of being included in the future vision of the company. Additionally, the optimal allocation of human capital will connect internal resources and should present ongoing opportunities for improved performance. “Cost is generated by performing activities more efficiently than competitors.” (Porter, What is Strategy?, pg 1)  Integration policies that involve motivated pay systems, and employee operational effectiveness incentives might be the change needed for InterClean Inc.

Studying the effects of horizontal versus vertical strategy case studies reveal the truth that multi-unit involvement is beneficial to growth. Though overly capitalistic mindsets would contend that a corporation must cut costs without humane ethical standards, the examples of Ecolab, Southwest, Toyota, Starbucks, Schwan Foods and Volvo all shine due to well thought out employee synchronization. Authors suggest that Volvo’s success is a direct result of policies requiring a 30 hour work week, offering swimming pools and physical therapy, along with access to recreation facilities. 
Valuing the employee needs is an increasingly popular concept in world corporations today. “How much and what mix of forms you pay (base and incentives) combined with other HR practices (eg., selective hiring, training, and performance management) enable employees to improve performance.” (Milkovich et al…Chapter 2, pg 4) Therefore, the preferred decision based on these findings, is to offer wages that lead the market along with known sought after total compensation benefits. The person hired should be satisfied with the security of low pay at risk, and encouraged by the company efforts to make the stay more comfortable.

Linking the ideas of  councils, reviews, and surveys into practice takes staff commitment. What are the best ways to link behavior to the mission objectives? Many company policies include sections that address the need for progress evaluation, and others might rely more on competitor changes for adjusting internal focuses.  Through research at the American Society for Training and Development (ASTD) website, industry leaders have been well recognized for unifying structures toward the company vision, and have been awarded  for realizing the link between strategy and human capital management. Designing the right training program, assigning compliance officers, having a transparent (communicative) management, and emphasizing the HR responsibilities for preventing problems and cycling performance improvements are considered common practice to “the best”  ASTD winners. 
Develop and Implement the Solution

	Deliverable
	Timeline
	Who is Responsible

	Restructuring-

Implementation-\

Assign compliance officer posts
	3 weeks
	HR and consulting firm guidance-
Alignment experts

	Total compensation 

Agreed upon
	2 weeks
	HR, interview and survey assessment team

	Assign compliance officer posts
	2 weeks
	VP, HR, Envirotech solutions experts

	Rotation potentials designed, and policies established
	2 months
	Cross training analysts from highly recommended firm with history of transformation success

	New InterClean Inc. is born
	4 months
	All employees at InterClean Inc.

	Performance management and measurement assessments
	ongoing
	Rotation of responsibilities throughout departments.

	Information sessions
	Quarterly
	HR and management-
Contingent upon inclusion of insight from middle & front line.


Evaluate the Results


 The way to ensure that successful InterClean Inc. transition resources are used properly, all business units need to be reminded of important evaluation criteria. With the end state goals of real sustainable competitive advantage, and maintaining staff alignment, appropriate mind sets should be developed. While an integrated vision can reach across an entire enterprise, proper analysis/assessment processes must be used. For example, here is a list of key points for InterClean Inc. staff to remember. (courtesy of the University of Phoenix, retrieved form “Learning Goals” on the rEsource page-MBA-530) 1) Information Utilization-“retrieve, analyze, synthesize,” 2) listening/processing abilities 3) values and ethics 4) responsibility to peers 

5) willingness to think as a team instead of possessing selfish motives 6) life of learning philosophy 7) critical thinking skills.

Though InterClean Inc. executives hope to implement the plan to be ready in 90 to 180 days, the company will not triumph if employee knowledge, skills, and abilities are not considerably updated. With the University of Phoenix goals in mind, can the staff realistically re-enforce front-line behaviors meant to cycle with pro-active operational effectiveness? If not, are there scompliance officers in place to react upon needed assessments followed by HR action to correct unfocused gravitations?

 The fundamental requirement for successfully employing people includes meeting their needs. A staff has personal and institutional issues that have to be resolved before expecting objectives compliance. For there to be an understanding of “single-mindedness” within the company, fairness, sufficient rewards, attainable goals, and a sense of belonging should exist. “Evidence suggests that organizations that use fair procedures and supervisors who are viewed as fair in the means they use to allocate rewards are perceived as more trustworthy and command higher levels of commitment.” (Milkovich, Chapter 9, pg 24) Achieving company objectives will be reliant on the InterClean Inc. HR teams (depending on actual management power alliances), to monitor levels of morale/behavior levels on a continual basis.
Conclusion


Horizontal strategy (alignment) has become increasingly popular within the world of business. Upon implementation, organizations are achieving high performance/profitability and being recognized for exceptional enterprise practices. The thought of unity and HR practices that re-enforce organizational commitment throughout departmental divisions tends to create a sense of community that lends to pro-active solutions. Due to past Hierarchical structures, the new wave of company “single mindedness” continues to inspire firms all over the globe.

As a company vision develops, leaders need to realize the importance of communicating to all business units, the reasons behind certain practices used by the company.  A person unaware of why a function is a particular way will not perform according to objectives. Therefore, obvious attempts at conveying purpose should be ongoing. Similarly, executives should be consistently cognizant of their role as well. “But the leader’s role is broader and far more important: General management is more than the stewardship of individual functions. It’s core strategy: defining and communicating the company’s unique position, making trade offs, and forging fit among activities.” (Porter, What is Strategy?, pg 10) In conclusion, to increase the value of the company, a combination of  essential values must be developed, updated, and maintained in order to keep a communicative effective HR management department.
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