Lecture 14: Human Resources in the IT department 
Learning Objectives:
1. Discuss the role of IT staff in IT/ Business alignment

2. Discuss the motivation of IT staff and the consequences for managing IT staff

3. Explain the importance of training and suggest training strategies for IT departments

4. Critically appraise the concept of emotional labour

5. Explain the importance of developing communities of practice in IT services.
Introduction

Managing IT services involves managing staff.

The range of IT staff skills and personalities may well be greater than the overall staff profile of the organization being support.

Technical staff may lack inter-personal skills necessary for a service role.

We need to understand the motivations of staff and examine their relationship with the company.

Here we touch on some important issues.
IT staff are important in IT / Business alignment

There needs to be:


Understanding of the business


Visibility


Respect


Flexibility

However there is often a culture gap between IT staff and the rest of the organization: 

 


Motivation 

	Factor
	USA
	 

	The work itself
	1
	 

	Opportunity for achievement
	2
	 

	Opportunity for advancement
	3
	 

	Pay and benefits
	4
	 

	Recognition
	5
	 

	Increased responsibility
	6
	 

	Quality of supervision
	7
	 

	Interpersonal relations with peers
	8
	 

	Job security
	9
	 

	Working conditions
	10
	 

	Company policies
	11
	 

	
	
	


 Couger, J.D & O'Callaghan, R (1994)
Differentiating Characteristics of Computer Personnel

Computer personnel have high need for growth and challenge.


- Learning new technology


- Large / interesting new projects


- Problem with maintenance / documenting


- Need for skill variety

 

Computer personnel have a low social need.

 


- Work well alone


- Insufficient client interaction


- Creates a problem in a service industry


--> IT / business culture gap

 

Problems here :-


--> IT service --> increased emphasis in interpersonal communications

 

Technical work being automated e.g. by O / S software


--> training in communication and team working

'Make or Buy IT Staff'

Buy:     IT staff are highly mobile.


Codifiable nature of IT skills results in easy transfer.


Training and Education is expensive and time consuming.

Make.


IT employees are not interchangeable and cannot be replaced at will from a 'people store'.


Best performers tend to congregate in a few organisations with attractive environmental and corporate cultures.


Successful deployment of IT applications requires teams.


Teams may result in sustainable competitive advantage because of reduced immitability of technical IT skills.

 (See Demarco. T and Lister, T. (1987) Peopleware: Productive Projects and Teams. Dorset House Publishing.                                 

 

Appraisals

 

Clarify Purpose




- promotion review




- training review

 

Establish clear performance standards




- actual job responsibility

 

Monitor performance and provide ongoing feedback




- use mini-appraisals




- proper supervision

 

Conduct a written evaluation




- clear, unambiguous




- supported by examples

 

Take time to do it


 improved employee productivity


 enhanced employee development


 better understanding of employee


 informed promotional decisions


 identified training needs

 

But this depends on good management

 

Problems


- unclear standards


- lack of preparation


- no ongoing performance feedback


- lack of knowledge

Staff turnover

 

Has been a major problem. Is it still ?

Actions

Recruiting

- skills




- culture

Pay and conditions
- merit




- reason

Advancement

Visibility

Job rotation

Supervision

Performance reviews - appraising

Response


- Get staff opinions on how to provide variety


- Show how work relates to organisational goals


- Develop performance measures


- Increase autonomy in tasks


- Set clear goals, but provide freedom of choice about how goals are met.

 

 

IT Outsourcing : human resource issues

 

Staff reductions : transfer / redundancy / relocation / retirement

Problems in transferring staff :-
lack of trust





too many do or don’t want to go





changed terms and conditions

Motivation of in house IT staff :-
lack of co-operation





seen as being left behind

Vendor culture

Communications

"IT depends on people. It is a very skill - and - people intensive game, and if you lose your critical people there is no way you can make it"

T Barber, ICI Paints.

Training

Importance of training 7 – 10% of payroll should be spent on training.
Consider pre-defined framework for training

Skills Framework for an Information Age (SFIA)
Common reference model for developing information systems skills.

Helps in: Characterising type of staff in IT department and type of staff needed,


    Identifying skill needs and targeting training
                Creating career paths

Skill Levels


Follow


Assist


Apply


Enable


Ensure, Advise


Initiate, Influence


Set strategy, inspire, mobilize.

Categories


Strategy and Planning


Management and Administration


Sales and Marketing


Development and Implementation


Service Delivery

This can be used to develop the IT department skills portfolio and to organize roles.

Training in ITIL – Management Certificate, Practitioners Certificate.

Look to HR department for non-IT courses – negotiation, assertiveness etc.

Build training into appraisal hence assess staff improvement resulting from training



(Computer Weekly 28th November 2003)

IT Service Staff: Staffing for Proactivity

The Hero culture


e.g. in University IT Services


The fire fighter / superhero


Fix the problem


“We don’t see IT until it’s gone wrong”


The do-er


The culture rewards the superhero


Planning and forethought doesn’t get rewarded.
The analytical culture


Analysing data. 


Proactively fix problems before they arrive.


Relating performance to proactivity

Developing new services which promote ‘well-ness’ and preventative practice.

Do we need specialist HR for IT staff? 

Service role leads to more people interaction

Service quality has an emotional element

Connecting with customers


Understanding


Listening

Emotional Labour

‘The suppression of awkward or negative feelings in order to maintain an image of caring or to give others an impression of being cared for’ 

A cause of stress.
Surface acting


Feigned interest


False agreement

Deep Acting


Changing feelings


Re-appraising situation


Questioning our thinking – cognitive restructuring.

Do I really need to rush off and hence dismiss the customer’s additional questions?

What is more important – the person or the task?

Am I justified in being defensive?
The Back Story


What is really going on with the irate user.

Communities of Coping

Strong informal workgroup cultures 

Counteracting low task interdependence in call centres

Coping with pain of irate and abusive customers.

Communities of Practice

Informal networks which enable knowledge management and are the core of knowledge structures within and across organisations. Form basis for learning.

Community of people who share working conditions.

Network of people you turn to for advice

Joint enterprise

Mutual engagement in  problem solving

Shared repertoire

Self organising systems span organisational affiliations. 

· Domain, Community, Practice
Not just a network, it has identity.

Knowledge ownership probably with the community of practice.

Should be nurtured through recognition, identification of real practices, connecting community of practice agenda to business strategies.

Exposure to common problems

Common practices and languages

Common sense of purpose

Groups that learn.

Committed to developing better practice.

Activities

Problem solving

Requests for information

Seeking experience

Reusing assets

Co-ordination and synergy

Discussing developments

Visits

Mapping knowledge and identifying gaps
Virtual Communities of Practice

Wiki – Anyone can view and edit any page without any clearing process.

· Everybody feels that they have a sense of responsibility because anybody can contribute. 

· Any information can be changed or deleted by anyone. Wiki pages represent consensus.. 

· Anyone can play. But to make an impact on Wiki, you need to generate real content. Anything else will be removed. So anyone can play, but only good players remain. 

· There's a strong commitment from the WikiCommunity to keeping the Wiki clean and nice. Wiki doesn't work in real time. People take time to think, sometimes days or weeks, 

Concepts
IT/ Business culture gap. Motivation. Appraisal. IT Training. SFIA. Emotional labour. Communities of Coping. Communities of Practice.
Questions

What are the differences in the motivations of staff in the IT department in comparison with staff in other parts of an organisation?
Write a self-appraisal. What question would you expect to be asked in an appraisal?

Compare and contrast surface acting and deep acting.

Find a company that is using the SFIA. What evidence is there that it is benefiting the IT department?
Activities

Consider how you might characterise the IT/Business culture gap in an organisation. Develop a check list for measuring the gap.
Identify a community of practice that you belong to. What characterises it? How is knowledge spread.
Design some intranet screens which might support a community of practice.
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