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HR FROM THE OUTSIDE IN 
Six Competencies for the Future of Human Resources 

 

 

MAIN IDEA 

What’s next for the human relations (HR) profession? 
 
After a 25-year ongoing study conducted by a partnership of HR professional 
associations, it has become clear HR in the future will evolve from its traditional 
inside-out perspective to much more of an outside-in point of view. Instead of focusing 
on internal processes, HR will focus on the key drivers of business performance such as 
strategy, the expectations of key stakeholders and the environment in which the 
business operates. 
 
In particular, there are today six HR domains which will matter in the future. To excel 
circa 2012, a good HR professional will need to function as a: 
 
• Strategic positioner – who understands the global context. 
• Credible activist – who does that they say they will do. 
• Capability builder – who enhances organizational strength. 
• Change champion – to build competitive advantage. 
• Human resource innovator and integrator. 
• New technology proponent. 
 
Outside-inHRis based on the premise the business ofHRis the business itself, not on 
merely finding waysto connect strategy to HR. HR must create and deliver real business 
value. 
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Six HR Competencies of the Future 

 
 
“High-performing HR professionals think and act from the outside in. In the past 25 
years, the outside-in concept has evolved from knowing the business financials to 
adapting strategy to serving stakeholders to responding to business conditions.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
To act as a strategic positioner, you need to genuinely know the business inside and out. 
Strategic positioning is quite simply the ability to position your enterprise so it anticipates 
and matches external implications. To become a strategic positioner, there 
are four levels or stages you’ll need to master: 
 

 
 
Many people starting out in the HR world avoid learning the basics of finance because 
of discomfort with maths or financial equations. The reality is until you learn the 
language and concepts of business, you won’t be literate enough to move outside your 
area of specialization. To add value, you need to be able to participate in all 
management conversations.  
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“HR professionals acting as strategic positioners help place their organization in the 
business context in which they operate. Positioning here refers to formal products and 
services as well as informal reputation. Positioning focuses on creating the future as you 
recognize, anticipate, and take advantage of emerging trends. Positioning requires 
flexibility and adaptation to discover and then respond to opportunities. Positioning is 
more than merely transforming your organization; it is about transforming it to fit with 
and shape future opportunities as defined by your selected markets.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
The challenge for HR professionals to become strategic positioners is demanding. It 
raises the bar but if you cannot read and interpret financial statements, contribute to 
strategy, recognize how to serve external stakeholders and react to business trends, 
then you will not be able to participate or contribute to the discussions which occur at a 
senior management level. To become a solid strategic positioner, three factors are 
involved: 
 

 
 

Factor #1: Interpret the global context 
 
To add value, you need to be acutely aware of the complexities of the global business 
environment. You need to be business literate and a generalist rather than solely 
anHRspecialist. Once you master the language and logic of business, you then need to 
connect with key stakeholders and align what you do with their priorities and interests. 
You also need to have the ability to anticipate and prepare for future events by getting to 
know the context of business – social trends, implications of new technology, general 
demographics, etc. 
 

Factor #2: Decode customer expectations 
 
Another wayyou can add value as aHRprofessional is by getting to know and 
understand the customer’s real buying criteria. You need to know the answers to 
questions such as:  
 
• Who are our current customers? 
• What do our customers value and why do they buy from us? 
• Howcan wefurther build sustainable relationships with them? 
 
When HR partners with other parts of the organization (such as sales and marketing) to 
build customer connections, you end up with a unified rather than a disjointed approach. 
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Doing this consistently well helps position your company for success in the future. When 
you understand customers and their expectations, you can become more closely 
involved in making that happen. 
 

Factor #3: Codevelop a strategic agenda 
 
Traditionally, HR’s only involvement in business strategy meetings has been to discuss 
how HR would implement the strategy under discussion. To add more value today, you 
need to be prepared to help shape the strategic agenda using HR insider knowledge. 
You need to be able to do things like: 
 
• Spotting opportunities for future business success 
• Finding ways to frame complex ideas in simple ways 
• Identifying and helping manage risk 
• Providing alternative insights on key business issues 
• Translating business strategy into workforce initiatives 
• Helping mold and grow the culture of the company 
 
“Being business literate, connecting with stakeholders, and mastering context help 
interpret global business context that positions the company in the global marketplace.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
Nowadays, HR professionals play three distinct roles in helping companies establish 
their strategic agendas: 
 

 
 
1. Storyteller – It’s amazing how much you can achieve by telling stories. A good story 

can simplify the business strategy, bring it to life in the minds of the people involved 
and couch complex demands in terms everyone relates to. Well-told strategic stories 
can make some memorable points which ultimately lead to action. If you can go 
beyond PowerPoint slides and instead become skilled at developing and telling 
memorable stories, you can communicate to both the heads and the hearts of your 
listeners. 

 
2. Strategy interpreter – The ultimate aim of HRis always to turn the strategy of the 

business or organization into talent, culture and leadership. None of this is the work of 
a moment and HR professionals need to be equipped to ask insightful questions and 
suggest alternatives in all discussions while strategy is evolving and developing. If 
you can be right there openly probing the implications from the talent, culture and 
leadership perspectives while a new strategy is emerging, you can help codevelop 
the strategic agenda. 

 
3. Strategic facilitator – High-performance HR professionals can facilitate the 

development of new strategies by being clear about what decisions need to be made, 
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who needs to make them and when they need to be made. They can make sure the 
right people are in the room, the voice of the customer comes through clearly and that 
strategic choices are made rather than talking about vague ideals. You can also add 
value to the discussions by assisting with follow-up and making sure people deliver 
what they promise. 

 
“Most of us have used some version of a global positioning system to find out where we 
are on the face of the earth. Likewise, as strategic positioners, HR professionals help 
their organizations know where they fit in the context of business trends and 
stakeholders; how they can identify, anticipate, and identify customer expectations; and 
how they can facilitate the creation of strategy. When HR professionals master these 
competencies, they gain personal credibility.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
“In good times and bad, we have concluded that HR issues lie at the heart of 
sustainable organizational success. Research confirms what we intuitively know: 
aligned, innovative, and integrated HR practices make a dramatic difference in 
individual and organizational performance.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
“Focusing on the business of the business enables HR professionals to add meaningful 
and sustainable value. When they start and ground their work with the business, HR 
professionals think and behav e from the outside in.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
 

Six HR Competencies of the Future 

 
 
“Credibility comes when HR professionals focus their time and attention on the issues 
that matter to the business, do what they promise, meet their obligations and 
commitments, communicate effectively and build relationships of trust with line 
managers and other colleagues, and demonstrate a willingness to take professional and 
personal risks to create value for the business.”     – David Ulrich, Wayne Brockbank, 
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Jon Younger and Mike Ulrich 
 
In the 1980s and 1990s, HR credibility was based on forming strong personal 
relationships with line managers more than anything else. In the 2000s, HR managers 
were deemed to be credible if they were competent and contributed to business results 
in meaningful ways. Over the past five or so years, perceptions of HR credibility have 
evolved again. Today, to be seen as being credible, HR professionals need to contribute 
to business priorities based on understanding external threats and internal challenges. 
HR is expected to be more proactive and informed than before. 
 
There are four factors which combine to provide credible activism for HR people: 
 

 
 

Factor #1: Deliver results with integrity 
 
High performing HR professionals earn trust by: 
1. Setting clear organizational performance goals – and having the ability to upgrade 

these dynamically on the fly as circumstances may require. 
 
2. Meeting commitments – delivering the right solution on deadline and with careful 

attention to the details. This will also include taking the initiative in solving new 
problems that crop up or in overcoming obstacles. 

 
3. Displaying integrity – modeling the cultural aspirations of the organization and living 

by a code of ethics which employees, suppliers, partners and customers know and 
respect. Good HR professionals reinforce the ethics of the organization. 

 
Factor #2: Influence and relate to others 

 
Effective HR professionals build broad internal and external relationships in order to 
develop an outside-in perspective which can be applied to challenges. If you do this, 
you will be seen as a trusted advisor rather than an HR specialist with limited 
experience in other fields. To build a strong reputation: 
 
■ Help line managers understand the human capital implications of their plans and 

priorities. 
 
■ Come up with practical ways to save people time – communicate in a succinct 

manner. 
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■ Know how to disagree without becoming disagreeable. 
 
■ Be willing to take appropriate risks on behalf of the  organization when the situation 

arises. 
 

Factor #3: Build trust 
 
When others see HR professionals working systematically to improve themselves, they 
get the message self-improvement is an important part of career management. 
Successful self-improvement normally has five elements: 
 
• Recognize the need fo change. 
• Set specific goals and a time frame for change. 
• Provide support while taking action. 
• Give ongoing monitoring of progress. 
• Get help from a mentor who validates changes made. 
 
If you aspire to build trust, become good at executive coaching and learn how to use the 
best HR tools available such as competency frameworks, communities of practice, 
coaching programs and mentorships. Become highly skilled in the learning and 
self-improvement fields. 
 

Factor #4: Strengthen HR perceptions 
 
Credible activism requires that HR professionals not only know “how we do things in our 
company” but also how other HR professionals in other organizations are innovating 
and addressing problems. To strengthen the perception of HR, the kinds of actions you 
can take would include: 
 
■ Become an active participant in HR professional organizations, both physical and 

online. 
 
■ Teach HR colleagues so they can be building their own skills up. This will also provide 

incentive to be learning more yourself because the best learners are also teachers. 
 
■ Invest time and effort into building a strong external network of relationships so you 

can quickly collect the accurate information you’ll need in the future. 
 
■ Get actively involved in HR community events and in accessing other sources of 

information. Become well read and well informed. 
 

“HR professionals need to be credible activists if they are to excel in their work. Effective 
HR professionals build credibility through results, establishing relationships of trust, and 
growing the self-awareness to know when, how, and with whom to act.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
“Outside-in HR is based on the premise that the business of HR is the business. This 
logic goes beyond the current state of the HRprofession, where the focus is on 
connecting strategy to HR.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 
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Six HR Competencies of the Future 

 
 
“Companies can gain a competitive advantage by building foundational capabilities. … 
Companies need to be more deliberate in understanding which capabilities truly impact 
business performance.”  

– McKinsey Quarterly 
 
A critical role ofHRis to help build the organization’s capabilities. If you can define, 
diagnose and then deliver just the right key capabilities which underpin success, you 
can and will create a business asset which outlasts individual leaders and endures over 
time. 
 
Organizational capabilities come in a variety of formats but there are probably seven 
which matter the most:  
 

 
 
Building key capabilities has been a priority for HR since the 1990s. Defining and 
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delivering the right capabilities on demand is a matter of having the right resources, a 
great culture and efficient business processes in place. 
 
“HR professionals help create the right organization by making it more efficient through 
reengineering work, by clarifying roles and responsibilities through organization design 
choices, by aligning and integrating systems through organization audits, or by defining 
and delivering the right capabilities through cultural audits. Organization capabilities 
represent what the organization is known for, what it is good at doing, and how it 
patterns activities to deliver value. We admire organizations less for their efficiency, 
morphology, or systems than for their capabilities.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
There are three areas where HR professionals can become capability builders who help 
create the right organizations: 
 

 
 

Factor #1: Carry out capability audits 
 
Coming up with accurate information about where an organization currently stands in 
terms of necessary capabilities is the first step in moving forward. Organizational 
capability audits can point out where you’re weak and where future development efforts 
need to be concentrated. By comparing your firm with companies that are world-class 
performers in your target capabilities, you can help map out a way forward. Performing 
an organizational audit from a capability perspective allows future development 
initiatives to be much more tightly focused and therefore productive. 

 
Factor #2: Create a clear line of sight between 

strategy, culture and individual behavior 
 
Most employees genuinely aspire to add value and work hard to do so. If you can align 
their personal work with the business goals and metrics, then they have a much better 
chance of doing productive work. To do this, answer these questions: 
 
• Where is our business today? 
• What are the major business trends we need to harness? 
• What are the strategic drivers of our business model? 
• What do we need to be good at as an organization? 
• What should be the priorities of HR? 
• Who will do what and when? 
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• How will we measure our progress? 
 

Factor #3: Help create a meaningful work 
environment where people are able to do their best work 

 
Employees want work with a purpose. If you can help them find personal meaning from 
the work they do, you’ll be adding significant value. To increase meaning: 
 
• Help people articulate what they want to be known for. 
• Encourage employees to make and form relationships. 
• Share information, be transparent and set standards. 
• Inject emotion into the organization’s aspirations. 
• Set appropriate work challenges. 
• Help people learn from their successes and failures. 
 
“Establishing the right organization leads to strategic and business success. Defining 
the right organization through a capability lens requires that HR professionals perform 
capability audits, align strategy to capability to individual behavior, and establish a 
capability of meaning throughout the organization.As capability builders, HR 
professionals see how the whole is greater than the parts and establish organization 
identities that outlive any individual leader. The ambiance you feel when walking into an 
organization need not be accidental but a thoughtful application of these ideas.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
 

Six HR Competencies of the Future 

 
 
“The pace of change is rising exponentially. Change occurs in every part of personal 
and professional life. Customization, information flow, customer and employee 
expectations, and organizational transformation are all increasing, fueled by technology. 
Knowledge has an ever-shorter half-life as change emanates from newer knowledge 
made more accessible through the Internet. Organizations also go through dramatic 
changes. Of the original Fortune 500 list published in 1955, only 70 companies exist 
independently 56 years later. In just a decade, from 2000 to 2010, about half of these 
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large and seemingly stable companies disappeared. Obviously change happens in all 
our personal and professional lives. HR professionals should help their companies face, 
accept, and be open to the pressures for change rather than hide from them.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
A key role for HR professionals is to help organizations respond to change. This takes 
agility and organizational flexibility to achieve. It has been estimated only about 20 to 25 
percent of organizational change initiatives are successfully implemented. If you can 
figure out why past attempts at change have failed and learn from them, then great 
things can happen. 
 
To become a change champion, you need to create a viable and credible change 
process and then build the discipline needed to see change initiatives through to a 
successful conclusion. More specifically, to make changes that work, you’ll need to: 
 
■ Secure leadership support for the change initiative. 
 
■ Build a viable case why the change will add value. 
 
■ Envision what success will look like and then articulate the outcome in concise 

terminology. 
 
■ Get buy-in from everyone who is involved in delivering on the initiative. 
 
■ Be clear about the decisions which need to be made to progress the project. 
 
■ Embed and integrate the changes into the company’s technology, systems and 

processes. 
 
■ Continue to refine and further adjust the blueprint over time and learn from 

experience. 
 
If you can lead audits of these various factors and diagnose where problems are arising, 
you can function as an internal change champion and add value. It also helps if you can 
highlight and then address any unhelpful patterns you see which may be holding 
changes back. 
 
Acting successfully as a change champion is reasonably straightforward. There are just 
two factors that matter: 
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Factor#1: Learn how to initiate change 
 
In any change program, getting started is hard. Taking those first steps to move things 
forward is alwaysa challenge. To become a change champion, you need to: 
 
• Ensure all key leaders are supportive of what’s going on. 
• Help people understand why change is important. 
• Create a sense of urgency. 
• Identify sources of resistance and offset them. 
• Articulate clear outcomes. 
• Generate buy-in from key people. 
 
In all, you need to define why change matters, specifically what needs to change and 
who does what. If you can turn complex challenges into simple opportunities to move 
forward, you can do lots behind the scenes to ensure change happens inside your 
organization. 
 

Factor #2: Know how to sustain change 
 
Plainly put sustaining change means you stick with initiatives and see them through. 
This is a matter of ensuring the requisite resources are in place and then monitoring 
progress while making mid-course corrections if necessary. To make change stick: 
 
• Keep it simple – focus on a few key behaviors. 
• Encourage leaders to invest their time in the changes. 
• Make everyone accountable for the results they generate. 
• Provide coaches and mentors to help. 
• Track progress and use good metrics. 
• Be resilient but at the same time learn from mistakes. 
• Inject passion into the change initiatives. 
 
“There is a magic bullet to change. The research is crystal clear. People are less afraid 
of change to the extent they participate in its design and execution. The more people 
are involved in the determination, planning, design and execution of the change, the 
less resistant they will be. Change leaders need to be patient and design as much 
participation into the process as is humanly possible.” 

– Bob Eichinger, author 
 
“HR professionals become change champions when their abilities to initiate and sustain 
change are applied at the individual, initiative, and institutional levels of change. In the 
process, they need to keep learning, master the informal rules within their organization, 
start where they can and find early successes, build coalitions of support, experiment 
and learn frequently, and stay optimistic about the change process. 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
 

 
 
 
 

 



 

- 15 - 

Six HR Competencies of the Future 

 
 
HR has always been charged with responsibility to ensure the right talent and the right 
kind of leadership are available so that organizations can move forward and grow. 
Talented employees need to be attracted, trained and retained. Leaders need to be 
identified and then placed in positions which will deepen and enhance their skills. 
Teams need to be designed and staffed with competent employees who can deliver the 
capabilities the business strategy requires. 
 
The five core factors involved in being an HR resource innovator and integrator are: 
 

 
 

Factor #1: Workforce planning & analytics 
 
To optimize the human capital which is available to your organization, you’ve got to 
identify the skills you currently have access to and plan what your organization will need 
in the future. 
 
This is a matter of: 
• Defining your current critical strategic roles. 
• Assessing current strengths and weaknesses. 
• Planning whether to buy or build future capabilities. 
• Managing any changeover process which may be involved. 
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Factor #2: Build a talent pipeline 
 
One of the key roles of HR has always been to work on developing the technical, 
organizational and interpersonal skills people will need to excel in the future. This 
involves four actions:  
 

 
 

Factor #3: Shape organization and communication practices 
 
Organizations are not merely boxes on a chart. Instead effective organizations have 
operating protocols which are reinforced by relationships and communicated clearly. 
Everyone needs to understand what they’re trying to achieve, what capabilities are 
required and how those capabilities will be activated. This kind of information needs to 
be circulated to everyone so they can be aligned and therefore productive. Do audits on 
an ongoing basis to see how you’re communicating. 
 

Factor #4: Drive performance 
 
Until you put in place metrics which allow people to assess how they’re doing, make 
changes and see the results of those changes, they will be flying blind. Part of your job 
will be to recognize good work, to provide feedback and to reward exceptional 
performance. You need to be active in teaching people what they need to be doing 
better, in helping them up-skill and in adapting performance standards over time as new 
strategic demands come along. HR plays a critical role in all these areas. 
 

Factor #5: Build your leadership brand 
 
Unless your organization excels at developing successive generations of exceptional 
leaders, any successes which come along are going to be very short-term. You need 
leaders who are competent in the fundamentals of being in charge and who understand 
how the firm can differentiate itself in the future. Put differently, they need to understand 
the leadership code while at the same time building a strong and distinctive leadership 
brand. Developing a leadership brand is generally a six-step process:  
 
 
 



 

- 17 - 

 
 
“HR is expected to innovate in implementing HR practices, particularly in the talent 
space, that align with capability, have efficacy, and integrate to create capability and 
shared culture. Innovation may be original, adapted from outside the organization, or 
reflect the adoption or application of new ways of working from one division of an 
organization to another. But innovation is not enough. The job of HR is to enable culture 
through capability, and this requires alignment or integration across practices— 
particularly in areas where the impact of alignment is significant and the cost of 
nonalignment is confusion or disregard for HR.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 
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Six HR Competencies of the Future 
 
 

  

“While most organizations still use IT as an efficiency driver, technology can also be a 
differentiator in the application of talent and knowledge assets both inside and outside 
the organization. Smart firms today use technology as a learning and knowledge 
platform to connect with internal talent assets and to collaborate with external 
stakeholders, including customers and other partners. These firms use their IT platform 
to deliver training and learning modules and track the usage of these modules. They 
create transparency for the expertise and performance of their employees and connect 
their employees across their global businesses via these platforms.” 

– M.S. Krishnan, Joseph Handleman and Wayne Brockbank 
 
The three factors which are involved in becoming a technology proponent are: 
 

 
 

Factor #1: Improve HR through technology 
 
Typically, HR lags behind operations, finance and marketing in taking advantage of the 
latest technology but it doesn’t have to be that way. You can use IT to automate payroll, 
performance appraisals and tracking employee benefits but this is only the tip of the 
iceberg. Digitizing employee information, organizational roles and workflow across 
functions opens interesting HR opportunities. Cisco’s HR system provides employees 
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with incentives to maintain a healthy body mass index. American Express’s HR system 
enables employees to swap shifts without having to get supervisor approval. Other 
companies use technology to maintain a live skills database which captures the skill 
level of each employee on various tasks and makes this information available when 
managers are putting together project teams. Performance appraisals can also be 
screen-based and updated openly and quickly. Many more HR applications are being 
developed and will become more widely used in the future. 
 

Factor #2: Leverage social media tools 
 
Studies suggest only 5 percent or less of organizations have to date taken advantage of 
social media as a platform to collaborate with customers to improve their processes. 
The companies that are using it already are doing some interesting things. They’re 
using Twitter to attract prospective talent, videos and blogs to communicate what they 
stand for, and Facebook to connect employees with customers. If you can start using 
social media in productive ways, you’ll be ahead of the curve. In just a few years, social 
media platforms are going to be impossible for any organization to ignore. 
 

 
 

Factor #3: Connecting people through technology 
 
When you understand information technology, you can put in place a comprehensive 
communication strategy and information architecture which is similar to that found in 
high-performing firms. The elements of this architecture are: 
 

 
 
“Every aspect of the HR function— recruitment, compensation, training, employee 
learning, performance management, knowledge access, and even leadership 
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development— is now enabled by information technology. Connecting people through 
technology has the greatest impact on business success of any factor of any domain. It 
is simultaneously where HR professionals have the worst scores and where they can 
have the greatest impact. This is essentially the definition of potential competitive 
advantage. Something that is rarely done well but that boosts business success when it 
is done well is clearly the place to focus our energies.” 

– M.S. Krishnan, Joseph Handleman and Wayne Brockbank 
 
“The strategic contribution of HR starts with thinking and acting from the outside in, 
based on these drivers, performing the role of strategic positioner: interpreting external 
conditions, recognizing potential opportunities and threats, and cocreating a strategic 
response that builds the capabilities that underpin strategy. Knowing the language and 
flow of business, how the organization makes and loses money, and even what 
customers expect and how they experience the organization is no longer sufficient.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 

 
So where is HR headed in the future? 
1. It’s clear HR will have a larger role in most organizations – because talent really is 

important. HR will get involved in developing talent in emerging markets, in increasing 
the role of women in senior management and in creating more efficient organizations. 

 
2. HR will become more tightly focused with other functions – instead of being 

generalists HR professionals will become business partners in finance, IT, 
manufacturing, supply chains and more. 

 
3. HR will become less administrative – it will transition from being concerned with 

payroll or benefits administration tasks to being more concerned with strategy work, 
communication and consulting. 

 
4. HR will enjoy global innovation – instead of being dominated by North American or 

Western European thinking HR innovations will come flooding in from emerging 
markets and other regions. There will be an influx of new ideas from nontraditional 
sources in the immediate future. 

 
5. HR will become more technology based – HR professionals will become better at 

finding ways to add value with better technology. 
 
6. The mix of HR professionals will also change – instead of being dominated by males, 

there will be more womenmoving into senior HR roles and more young people. They 
will bring different perspectives on the contribution HR can make to a business. 

 
7. The performance expectations of HR will continue to climb – but that will be matched 

by correspondingly higher rewards as well. HR will come to be viewed as a business 
within the business in its own right and HR leaders will be amply rewarded when it 
can be shown HR has added value. 

 
8. HR roles and structures will continue to evolve – in other words HR will continue to 

delayer. There will be fewer HR managerial roles and more working HR managers 
with small staffs who use outsourcing extensively. There will be a new mix of HR 
functions. 
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Overall, HR is moving away from its traditional focus on administrative and employee 
relations towards becoming much more tightly zeroed in on working to build the real 
drivers of business success – capabilities, culture, leadership, talent and change 
management. 
 
“As HR professionals, we must provide an interpretive ability to see the connection 
between what is happening outside and the opportunities or threats it portends for our 
organizations. And that insight must enable line managers at every level to convert 
vision into action— and action into results that benefit the customers and stakeholders 
of our organizations. That role of strategic positioner, joined by the relationship and 
influence skills of credible activist, then enables HR to build capability through HR 
practices and to innovate and integrate in creating a system of HR that attracts talent, 
develops leaders, and builds well-aligned, high-performing teams and organizations that 
are connected by communications technology that reinforces teamwork and 
collaboration. We are incredibly optimistic about the future of HR.” 

– David Ulrich, Wayne Brockbank, 
Jon Younger and Mike Ulrich 
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