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CREATING AN 

HR STRATEGY
THAT DELIVERS ROI

4 PRACTICAL WAYS TO ALIGN YOUR 
STRATEGY WITH BUSINESS GOALS
For HR to create and deliver true value to an organization, it must 
ensure that it performs the right work at the right time, that it fully 
supports the company’s business strategy, and that it knows how
it is contributing to bottom-line results, whether it is increasing profit, 
revenue, or delivering cost-effective solutions. 

Delivering value is great, however, making sure that HR has  
a sustainable value delivery model is another matter. This requires  
that the business openly shares with HR its strategic vision and goals 
(and that HR understands them!), that HR understands the current 
pain points of executive and/or senior management, and that it 
honestly assesses every aspect of the HR function. Only then can  
HR ensure true alignment with the business. This article describes  
how the HR organization at a marketing services company aligned 
itself to a critical business need and brought people, processes  
and technology together to deliver value.

By Michelle Tenzyk, President and Founder 
East Tenth Group, Inc.

DELIVERING VALUE IS GREAT, HOWEVER, MAKING SURE  
THAT HR HAS A SUSTAINABLE VALUE DELIVERY MODEL  
IS ANOTHER MATTER. 
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HR AND THE IMPACT OF TALENT
ACQUISITION ON REVENUE

Unfortunately, we consistently see HR in most companies
being perceived as simply another cost of doing business
instead of a value-creating, integral partner. The HR
department in these organizations is usually doing good
work, but it is usually not seen as performing the “right
work” at the right time in response to business needs.  
If you interview the CEO or executive management team
about what they are losing sleep over and compare that
to what HR does on a daily basis, the disconnect is usually
crystal clear.

In the case of this marketing services company, the pain
of executives was talent acquisition. Over the period  
of a year, position openings at the company had fluctuated
between 10 percent and 20 percent of the total head
count. Their revenue relied on being able to bill out  
on salaries of filled positions; therefore, the significant
number of open positions were contributing to the loss
of revenue. Productivity fell due to the lack of head count.
In addition, their ability to win new business and have
talent readily available to service it was increasingly  
in jeopardy. 

The executives clearly understood and communicated their 
concerns. Yet, in the early stages of our analysis and after 
interviews with stakeholders, it was evident that both HR staff 
and HR systems were not supporting the critical issues this 
company was facing. Instead, HR was focusing on developing  
a Paid Time Off (PTO) system, implementing a new performance 
review process for the following year, and planning the next
company outing. Human Resources was busy doing good
work, but the work was not aligned with the immediate
needs of the business.

• The applicant tracking system (ATS) was being severely 
underutilized and not really being leveraged to support 
the recruiting process.

•  Recruiters were still receiving all résumés from postings 
through one e-mail account on Outlook, making it very 
difficult to review résumés in a timely manner, sort 
candidates in a useful way, and share résumés that 
were critical with the business.

•  The recruiter spent six out of eight hours acquiring 
approvals for internal process requirements (not 
recruiting!).

•  There was no travel to offices outside corporate where 
key openings existed; therefore, the recruiting 
organization did not see the impact of high turnover 
and did not have any working relationships built with 
hiring managers.

•  There were multiple relationships with contingency 
agencies with no strategy in place.

•  There was a lack of commitment from line managers  
to be available for interviews.

•  No clear and defined process was in place from 
identifying the candidate to hiring.

Process. We immediately reviewed the processes  
that were taking six of the eight hours in a recruiter’s day.  
We discovered that the recruiter was junior and not confident 
to bring the issue to senior management (this was a fear-based 
organization); therefore, the senior managers of Finance,  
HR, and IT were not aware of all the steps in the process.  
We eliminated 80 percent of the steps and moved processes  
that were not core to HR’s responsibilities from the Recruiting 
department to Finance, e.g., gaining approvals for contract staff 
and manager approvals on time sheets. 

Based on our recommendations, the staffing supervisor began  
to travel to their New York office to gain further understanding  
of their hiring requirements and to establish relationships  
with the hiring managers and staff.

Systems. The applicant tracking system (ATS) was being utilized 
about five percent of the time. This was due to misinformation 
about the system and again, inherent in a fear-based 
organization, no one was willing to ask questions. By asking  
why (I always like to say you need to ask “why” five times before 
you really get to the bottom of anything), we were able to 
discover that their ATS was not very robust, and could certainly 
be better utilized. Within a few short weeks, they had moved  
off Outlook as a means to receiving resumes from postings and 
were now capturing resumes through the ATS, which provided 
the ability to easily search for talent as new openings occurred.

.

Training. It was also clear that the talent team needed further 
development. The staffing supervisor and recruiter were 
registered for training. The staffing supervisor was able to learn 
from peers how they addressed similar issues and the recruiter 
became aware of new online recruiting methodologies.

Relationship with Line Management. The talent acquisition team 
implemented bi-weekly meetings with each of the business 
areas that were experiencing the most open positions. These 
meetings served as brainstorming sessions. It was an opportunity 
to partner with the line, learn about where talent might be found 
for the open positions, (i.e., internally or externally), develop the 
process for interviewing, and obtain a commitment to timing.

Overall, these meetings reduced the time to fill from 
approximately 45 days to 15 days.

HR CAN BE A VALUE-CREATING,
INTEGRAL PARTNER TO THE BUSINESS.

In order to get at the root of the problem and turn HR
to a value-creating function, we began with an HR
alignment audit. The audit characterized areas assessed
as working well, those which could use improvement, and
those which posed serious risk and required immediate
attention. This was followed by recommendations to
address all areas of risk to the organization, critical areas
of HR operations, hindrances to the organization-wide
effectiveness, and staffing impact on the HR function.

In this particular case, a significant gap was identified
between what management valued and what they actually
were receiving. This gap impacted efficiencies in and the
effectiveness of management and operations, particularly
around talent acquisition. The clear and immediate
recommendation for HR was to focus solely on talent
acquisition and maintain HR 101 for other employee/manager 
issues as required. Related to talent acquisition (the current 
critical process for the business), our audit found the  
following issues:
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RESULTS OF LINKING HR TO THE IMMEDIATE BUSINESS

As a result of the alignment of HR to the business, open positions were reduced to five 
percent of head count after three months, resulting in increases in revenues, productivity 
support, as well as allowing for new business wins to happen with more confidence. 
Improvements in talent acquisition were just one opportunity that built upon the findings 
of the audit and that continue to create value to the organization. More importantly,  
HR proved itself as a significant contributor to the bottom line; in this case, to revenue.

The organization implemented nearly all of our HR audit recommendations. Within six 
months of the conclusion of the assessment, the HR department was restructured to 
deliver value solutions to the business. Other significant changes were made which had
organization-wide impact, including the hiring of a new HR leader. The new HR leader 
was brought in from outside the organization’s industry and delivered innovative ideas  
to the business. The implementation of the recommendations and resulting favorable
improvements demonstrated HR’s ability to change and act strategically. Because of this, 
the company recognized HR’s capability to contribute to bottom-line results.

This is just one example of getting HR to focus on the right thing at the right time.  
It is bold and risky for an internal organization to stop doing the work they deem 
importantbecause of their perception of what is needed (a new competency model,  
a performance management system redesign, implementing a new HRIS) and begin  
to continuously align and prioritize their tasks to the business need. If tasks, projects, 
and initiatives are not in support the immediate pain points of the executive team and 
not going to significantly move the organization forward money (sales, revenue, profit, 
employee retention), time (production time, task time, first-to-market innovation),
quality (customer satisfaction, positive media visibility) or quantity (number of services, 
market share),* HR should not be doing the work. Period.

Endnotes:

 * O’Neill, Mary Beth, Executive Coaching with Backbone and Heart, A Systems Approach to Engaging Leaders  
   with Their Challenges, 2nd Edition, San Francisco, CA: John Wiley & Sons, Inc., 2007.

HR PROVED ITSELF AS A SIGNIFICANT CONTRIBUTOR TO THE 
BOTTOM LINE, IN THIS CASE REVENUE.
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