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EXECUTIVE SUMMARY
This report has been written at the request of Kingston University.  It aims to explain the concept of ‘added-value’ in relation to learning and development (L&D).  It will also investigate and analyse the contribution of strategic alignment in a specific organization.
Firstly, the report will explain the needs and meaning of ‘added-value’ in relation to L&D.  After that, Harrison’s three conditions to add-value through L&D activity will be explained.  The report will then come up with Green’s ‘align, engage and measure’ framework to discuss the specific ways to add-value in L&D functions.  Subsequently, it will investigate and analyse the contribution of strategic alignment in Crosshouse - a Fast Moving Customer Goods (FMCG) company.  The report will end up with conclusion and recommendations.

INTRODUCTION
HR is one of the most important elements in business operations as employees contribute directly and indirectly towards organizational objectives.  However, HR management is also one of the most complex elements.  It is always impossible for all employees to have the required knowledge and skills, and understand perfectly the best way to contribute towards the organizational objectives.  Hall (1984) believes that ‘Strategic human resource (HR) development is the identification of needed skills and active management of learning for the long-range future in relation to explicit corporate and business strategies.’  It shows the importance of employee L&D for every organization - to provide needed knowledge and skills to employees at the aim of contributing towards organizational objectives effectively.

Employee L&D consists of many elements, adding-value is one of them.  This report is going to explain the concept of added-value in relation to L&D, and investigate and analyse the contribution of strategic alignment in a specific organization.
‘ADDED-VALUE’ IN RELATION TO LEARNING AND DEVELOPMENT

The task of adding-value is very important for every organization.  According to Harrison (2005), to add-value is to increase organisations’ capability to achieve its goals.  It is to make a difference where it matters most.  It involves producing outcomes that allow the organization to deal better than it could before with challenges and threats, and generating returns over and above the cost of the L&D investment.  As employees contribute towards the organizational objectives directly and indirectly, it is essential for organizations to provide their employees with L&D programmes at the aim of adding-value.  By added-value, employees are equipped with the skills and knowledge required by the organizations to achieve their goals.  Employees could also be more flexible and adaptable, so challenges and threats could be managed in a better way.

Harrison’s Three Conditions to Add-Value Through L&D Activity

In order to adding-value through L&D activity, Harrison (2005) states that an organisation’s L&D function needs to meet three conditions:
Firstly, ‘it must focus its operations on areas that will make a critical difference to the organisation’s ability to achieve its goals.  No L&D function can meet all L&D needs in an organization.  It must prioritise to achieve add-value.’  It is essential for an organization to locate and focus on the areas that will obtain critical improvements to the organization’s ability to achieve its goals and deal with oncoming opportunities and threats.  Although it is impossible to satisfy all L&D needs at one time, it is necessary for the organization to focus on adding-value as its priority, instead of spending time to satisfying all L&D needs.
Also, ‘it must be organized in such a way that it can make that critical difference.’  After locating and focusing on the areas that will obtain critical improvements to the organisation’s ability, L&D activities must be organized in the ways that the critical improvements could be easily obtained.  The HR or L&D department then need to decide the shape, the way and the roles of the L&D function.
Finally, ‘those carrying L&D roles in the organisation must be expert and ethical business partners, and must know the business inside out.’  The HR or the L&D department of an organization must be familiar with the entire organization very well, such as the organizational objectives, the company hierarchy and oncoming opportunities and threats.  By understanding the organization so well, the departments should then execute suitable L&D activities professionally and ethically and obtain add-value through the activities.
In order to explain the specific ways in which the L&D function can become value-adding, the section below will now apply the ‘align, engage and measure’ framework was written by Green (1999).
Green’s ‘Align, Engage and Measure’ Framework

Aligning the People
The aim of aligning the people in an organization is to pointing employees in the correct direction, ensuring them to understand and contribute towards the organizational goals.  Therefore, it is essential to ensure the L&D activities are both business-led and proactive.  Business-led L&D activity is a dynamic process which aimed at pointing employees in the organizational goals.  It is lively, adjustable and flexible that could interact with the business cycle and adapt to the business environmental changes at the aim to provide services and initiatives that are relevant to the business.  Proactive L&D activity includes unique and innovative ways of directing employees along a shared path towards the organization’s longer-term goals.  It could help to deliver powerful L&D solutions that help the organization to respond to upcoming threats and opportunities.  The process could also allow employees at various organizational levels to achieve their full potential.  Therefore, a widen choice of business strategies could be developed to contribute towards the organizational objectives.
There is a widely used method to align employees with organizational objectives - the balanced scorecard approach.  The aim of the approach is to create a set of performance measures from the organizational objectives and strategies, and provide the outline of strategic measurement and management system, from the organizational objectives and strategies.  The approach measures performance from four perspectives:
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Source: Nova Connection (2001)
As the approach shows the ways that the four measures relate to each other and the organizational objectives, it is essential for the organization to follow and appraise its daily operations with its strategies and objectives.  It could then provide recommendations for employee training, L&D from the performance appraisal.  As a result, employees will understand more about the organizational objectives and strategies.
Engaging the People

The aim of an organization to engage its employees is to ensure that they have a strong belief in the organisational values and contribute towards a shared purpose.  With the purpose of engaging employees successfully and effectively, Ulrich and Smallwood (2002) propose seven capabilities which could act as a guide for L&D specialists.
The seven capabilities include:

· Talent
· It relates to the ability to attract, motivate, retain and develop employees at the aim of enhancing their performance.

· A shared mindset

· It refers to share the organization’s purposes, objectives, threats and opportunities with everyone in the organization.  It also aims at stimulating a conducive organizational culture with strategic thinking across the business.  Using balanced scorecard is a good method to share mindsets with employees and pointing them to the correct direction.
· Speed

· This ability decides whether the organization can react quickly when managing changes, facing new opportunities and threats and entering new markets.  In order to allow the organization to react quickly, it is essential for L&D specialists to train employees to work faster and react quicker.  Also, employees should be taught and trained to become skilled and work with required knowledge.
· Learning and knowledge

· It means to develop a learning culture in the organization at the aim of continuously improvement and innovation in products, processes and services.  L&D specialists should firstly take the lead to create a learning culture, then encourage employees to learn from work and also put their knowledge back to work.
· Accountability

· It concerns about delivering what the organisation promises by setting clear and obtainable goals, converting them into plans and executing the plans in the workplace in order to obtain employee commitment and trust.  Therefore, goals must be realistic, achievable and measurable.  Detailed and executable plans must also be developed in order to allow employees to contribute towards them.
· Collaboration

· This capability is necessary for an organization in order to function effectively.  As business operations today require a lot of teamwork and cross-functional working, employees are expected to cooperate with people inside and outside the organization in order to perform their tasks effectively.  As a result, it is very important to build-up a learning culture at the aim of promoting teamworking.  L&D professionals are also expected to build-up L&D partnership for the organization.
· Leaders

· In every organization, it is essential to have effective leaders in every level of the hierarchy.  Leaders could make major influences on the organization as they provide ideas, communicate with other leaders in different levels, and lead other employees.  If the leaders are effective, they could point the teams in the correct way and contribute effectively towards the goals.  Conversely, bad influence occurs if the leaders are ineffective.  Consequently, it is essential to build-up and train employees’ leadership abilities through leadership development.
Although it could be easy for L&D specialists to engage employees and point them to the correct direction to contribute towards the organizational objectives efficiently, it is still essential for the specialists to keep the employees in the right path.  Therefore, employee engagement must be monitored.  Firstly, L&D audit is an easy way to monitor engagement.  By producing a snapshot of the current situation of the organization in order to compare with the engagement plan to check if the progress is on the track.  Another way to monitor engagement is diagnostic surveys, which is a service provided by Investors in People, a famous business improvement tool in the United Kingdom.  They review how far and how L&D activities are engaging people with organizational objectives by working with expert external advisers and assessors.
Measuring The Data

It is essential for organizations to measure the effects and outcomes of L&D activities.  Methods and criteria of measurement should be agreed before the L&D activity begin.  The CIPD has constructed a Human Capital External Framework in 2003 to suggest the way to approach measurement.  First of all, measurement framework must avoid a single accounting formula or set of ‘people numbers’ and must contain indices that relate to organizational context appropriately.  Information gathered should also be of value to its recipients and should bring benefits greater than the costs of obtaining it.  Next, the measurement should focus on factors material to the future performance of the organization and so should include qualitative as well as quantitative information.  Finally, reporting should identify any barriers to the effective use of human capital within the firm.
Organizations should avoid concentrating on measuring the financial returns on L&D investment and activities.  As the investment and activities mainly aim at improving organisations’ capability of contributing towards goals and objectives, organizations should aim at longer term effects rather than short-term financial performance.  Also, since the outcomes of L&D activities are too difficult, expensive and time consuming to measure, organization should concentrate on ‘what matters most’ and ‘when it matters most’ instead of quantitative and qualitative measures.

There are several ways to measure the performance of L&D activities according to different L&D purposes.  Firstly, the pragmatic and selective approach can analyse employees’ sex and age, with the support of case studies on the organisation’s L&D programmes.  By linking them to the organisation’s strategy, information on measures related to appraisal, career development, graduate and management development structures could be obtained.  Another approach is to use the ISO 9001:2000 quality management standard (2004).  This is a process-based quality management system that required the applied organization to maintain a certain level of quality for its production and management processes to ensure a high quality of its products, services and management.  This approach could be used by organizations when product quality is their main concern.  The final approach is to use balanced scorecard.  Balanced scorecard is a powerful measurement tool as it is an ongoing strategic process, which continuously appraises the organisation’s operations instead of a one-off measurement.
Measurements and assessments should be ‘pay-forward’, which focuses less on short-term financial performance, rather than ‘pay-back’, which emphasis on financial return on L&D investment because to add-value through L&D activities is a long-term process which aiming at improving employees’ skills and ability instead of short-term financial return.  Balanced scorecard is a good example of ‘pay-forward assessment’ as it aims at long-term employee contribution towards the organizational goals by continuously appraising the processes.
CONTRIBUTION OF STRATEGIC ALIGNMENT

According to Nova Connection (2001), strategic alignment is a high level, customer-driven method for developing strategy.  The process starts by describing customer needs in a way that enables the alignment with organizational strategy, culture and leadership to be compared.  The better then alignment, the more effective the organization.
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At the same time, the organization points the employees to the same direction in order to contribute towards the strategies at the aim of achieving the organizational objectives.  Balanced scorecard is an effective way to collaborate with strategic alignment.  Because strategic alignment is a continuous process of aligning organizational strategies with the ever-changing customer needs, and balanced scorecard is a way of aligning employees with business objectives by engaging employees in strategic processes and continuously appraising the processes.
A recent report provided by 2GC in 2001 shows the contribution of strategic alignment by adopting balanced scorecard.  Crosshouse, a Europe-based company that produces FMCG, has started to use balanced scorecard in 1990’s.  As the company is multi-divisional and multi-national, it faces many challenges concerning about design and project management.  Crosshouse has then designed and introduced 16 balanced scorecards across the organization.  The approach had then formed part of a wider programme to review and update the strategic and operational review tools.  It had also substituted old review activities and increased the clarity and alignment of core management control processes.  Nevertheless, about 50% of the information obtained was new and not previously collected and it had been used to train and develop employees’ managerial skills.  As a result, the approach had improved the organisations’ planning, communication and management behaviour.
CONCLUSION AND RECOMMENDATIONS

Because of the technological breakthrough in past decades, the global economy has growth rapidly.  Today human wants are easily to be satisfied and their wants therefore keep changing.  This causes the ever-changing business environment.  In order to satisfy the ever-changing customer needs and become more competitive.  It is essential for an organization to persuade its employees to contribute towards the shared organizational goals.  Therefore, it is important for every organization to add-value through L&D activities.  The organization needs to align its employees by pointing them into the correct direction, and using the balanced scoreboard to let them to take part in the strategic process.  Engaging them is also important.  L&D specialists should build employees’ commitment and stimulate their abilities to contribute towards the organizational goals.  Finally, monitoring and measuring the outcomes is also necessary.  But the organization should concentrate on longer-term rather than short-term financial performance as adding-value is a long term L&D investment which aims to improve the flexibility and adaptability of an organization to survive in the ever-changing business environment and handle oncoming opportunities and threats efficiently.

There are many ways to add-value through learning and development activities.  One of the most common and effective ways is the balanced scorecard.  This approach is a effective way to perform strategic alignment, which is to develop innovative strategies according to customer needs.  From time-to-time, the organization will assess and appraise the performance to make sure the strategies align with the market needs.  Similar to strategic alignment, balanced scorecard is a way to align employees with the organizational objectives and carrying out appraisal periodically.  Therefore employees can understand the correct way to contribute and can obtain managerial skills.

It has been proved by many organizations that strategic alignment and adding-value through L&D activities can improve an organisation’s culture, planning, communication and management behaviour.  Therefore, the performance of the organization will finally be improved and it will be more competitive.

BIBLIOGRAPHY
2GC. (2001). Strategic Alignment: Cascading the Balanced Scorecard in a Multi-National Company. [Internet]. 2GC. <http://www.2gc.co.uk/pdf/2GC-Crosshouse.pdf#search='strategic%20alignment'>. [Accessed 14th January 2006].

Balanced Scorecard. (2001). [Online Image]. <http://www.cix.co.uk/~novaconnection/Pages/balanced%20scd%2001.htm>. balanced%20scorecard%2001.gif. [Accessed 15th January 2006].

Chartered Institute of Personnel and Development. (2003). The Change Agenda. [Internet]. Chartered Institute of Personnel and Development. <http://www.cipd.co.uk/NR/rdonlyres/65C2E4CA-05B4-4234-8AD5-98EF8EE4FA83/0/human_capital.pdf>. [Accessed 20th January 2006].

Green, K. (1999). Offensive Thinking. People Management, 5 (8), p27.

Hall, D. T. (1984). Human Resource Development and Organisational Effectiveness. In: Fombrun, D, Tichy, N. M. and Devanna, M. A. Strategic Human Resource Management. New York: Wiley. P159-181.

Harrison, R. (2005). Learning and Development. 4th Edition. London: CIPD.

International Organization for Standardization. (2004). ISO 9001:2000 Quality Management Systems – Requirements. [Internet]. International Organization for Standardization. <http://www.iso.org/iso/en/CatalogueDetailPage.CatalogueDetail?CSNUMBER=21823&ICS1=3&ICS2=120&ICS3=10>. [Accessed 20th January 2006].

Nova Connection. (2001). Strategic Alignment. [Internet]. Nova Connection. <http://www.cix.co.uk/~novaconnection/Pages/strategic%20alignment%2001.htm>. [Accessed 15th January 2006].

Strategic Alignment. (2001). [Online Image]. <http://www.cix.co.uk/~novaconnection/Pages/strategic%20alignment%2001.htm>. strat%20align%2001.gif. [Accessed 15th January 2006].

Ulrich, D. and Smallwood, R. (2002). Why the Bottom Line ISN’T!: How To Build Value Through People and Organisation. New Jersey and Canada: Wiley.

Page 2 of 15

