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Recommendation
This is a highlighting course of Tsinghua EMBA. To summarize this course

in one sentence, is “human resource blueprint of Hi-tech companies”.
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Overview
Since the industrial revolution, companies have been pursuing fixed
assets and large scale. Based on companies’ pursuits, human resource
management evolved into a functional model. In the late last century,
hi-tech companies began to pursue asset-light and high personnel



efficiency. Around the pursuit of emerging companies, the "three-pillar
model" of human resource management came into being. The three-
pillar model divides HR functions into three parts, Center of Expertise,
Business Partner, and Shared Service Center (as shown in the upper
diagram). These three parts are the "three pillars" of human resource
management.

The three-pillar model has three advantages: quicker response, higher
person efficiency, and higher flexibility. Because of these advantages,
the three-pillar model has been adopted by more and more companies.
If your company also wants to adopt the three-pillar model, this course
can help you.
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Benefits
1. Systematic knowledge: In this course, you will see the big picture of
human resource three-pillar model.
2. Critical skills: In this course, you will develop new skills for planning
and implementing human resource three-pillar model.
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Features
1. Perceptible: By case study, this course provides a stereoscopic
profile of the human resource three-pillar model.
2. Practical: By scenario exercise, this course shapes skills of planning
and applying three-pillar model.
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Contents
Chapter 1 Evolution: The Evolution of the Three Pillar Model (1 hour)
Chapter 2 Interaction: Collaboration in the three-pillar model (2 hours)
Chapter 3 Analyzing: Characteristics of the Three Pillar Model (2 hours)
Chapter 4 Designing: Mechanism and Function of Expert Center (1 hour)
Chapter 5 Discovering: Functions of Business Partners (2 hours)
Chapter 6 Delivering: Input and Delivery of Service Center (1 hour)
Chapter 7 Adopting: Stages of adopting the three-pillar model (2 hours)
Chapter 8 Focusing: Knowhow of the three-pillar model (1 hour)
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Scheduling
1t Day, 9:00—12:00
Chapter 1 Evolution: The Evolution of the Three Pillar Model
Chapter 2 Interaction: Collaboration in the three-pillar model
1%t Day, 13:30—16:30
Chapter 3 Analyzing: Characteristics of the Three Pillar Model
Chapter 4 Designing: Mechanism and Function of Expert Center



2" Day, 9:00—12:00

Chapter 5 Discovering: Functions of Business Partners
Chapter 6 Delivering: Input and Delivery of Service Center

2" Day, 13:30—16:30
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Chapter 7 Adopting: Stages of adopting the three-pillar model
Chapter 8 Focusing: Knowhow of the three-pillar model
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Intended participates

Top managers of established companies, executive team of startup

companies.
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Course format

Workshop, recommended number of class members is 35.
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Classroom exercises

1.

No U A WN

Roleplay: how to outsource basic training (30 minutes)

Roleplay: how to build an external expert team (30 minutes)
Discussion: how to identify the strategy correlation (15 minutes)
Roleplay: how to analyze process factors (30 minutes)

Discussion: how to set the service experience standard (15 minutes)
Roleplay: how to clarify the roles of business partners (30 minutes)
Discussion: how to plan the career development (15 minutes)
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Chapter 1 Overview, understanding human resource strategy
Pre-training question of this chapter: Why do hi-tech companies prefer the
three-pillar model?

1. The four stages of human resource management
a) Personnel management, efficiency directed
b) Resource management, value directed
c) Strategy management, advantage directed
d) Three-pillar, business directed
2. Analysis: Analysis of the types of human resource work
a) Strategy and expert work: accounting for 10%
b) Coaching and Supportive work: accounting for 30%
¢) Operational and service work: accounting for 60%
v" Background explanation: debate between Ram Charan and Dave
Ulrich
3. Logic: logic of the three-pillar model
a) Breakdown: breakdown HR’s work
b) Reorganization: reorganize HR activities into SSC, BP, COE

> Benefits from this chapter: advantages and challenges of the three-pillar
model.
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Chapter 2 Efficiency, building hard power of execution
Pre-training question of this chapter: What is the relationship between HR
department and other departments?

1. Activities of the Center of Experts (COE)
a) Decoding: Identifying HR issues in strategic goals
b) Directing: Setting the principles and standards of HR affairs
¢) Responding: responding to the needs of BP and SSC
2. Activities of Business Partners (BP)
a) Interpreting: Identifying HR issues in business goals
b) Supporting: proposing plans and steps for HR affairs
¢) Responding: responding to the needs of business departments
3. Activities of Sharing Center (SSC)
d) Specification: standardization of common HR services
e) Implementation: the implementation of HR program
f) Responding: responding to employees' demand for standard
services
® Group exercise 1: Roleplay, how to outsource basic training
> Benefits from this chapter: Understanding the roles of three pillars and
their collaboration.
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Chapter 3 Analyzing: Characteristics of the Three Pillar Model

Pre-training question of this chapter: What is the relationship between HR

department and other departments?

1. Advantages: the advantages of the three-pillar model

a)
b)
c)

Accurate direction: focusing on the business
High person efficiency: improving person efficiency by outsourcing
Quick response: keeping pace with business needs

2. Opportunities: Opportunities in the three-pillar model

a)
b)

c)
v

Openness: extensive contact with the outside world

Adaptability: functions can be implemented as projects

Diversity: multiple projects can be executed at the same

Case study: Sony, Tencent, Alibaba, the commons and differences

3. Three challenges: the challenge of the three-pillar model

a)
b)
)
([ J
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Digitalization: the three-pillar model need a digital foundation
Leadership: business leaders should develop HR sense
Professionalism: experts shall go beyond knowledge limitations
Group exercise 2: Roleplay, how to build an external expert team
efits from this chapter: understanding the characteristics of the

three-pillar model.
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Chapter 4 Designing: Mechanism and Function of Expert Center
Pre-training questions of this chapter: What kind of HR can become an
expert?

1. Functions of the Expert Center

a) Planning strategy: planning HR strategy around company strategy

b) Proposing standards: Proposing HR standards for best practices

c) Setting regulation: setting HR regulations for management goals
2. The operating mechanism of the expert center

a) Normalization: to form a seminar group focusing on strategy

b) Specialization: to form a professional group for upgrading

c) Projectization: to form a project team for problem-solving

v Case study: experts in multiple project teams
3. Daily work of the expert center

a) Proactive: optimizing standards and optimizing practices

b) Responsive: responding to strategy and demand

c) Progressive: empowering organization, empowering team

v Case study: normal and project tasks of the leadership center

® Group exercise 3: Discussion, how to identify strategy correlation
> Benefits from this chapter: understanding the operating mechanism of

the expert center.
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Chapter 5 Discovering: Functions of Business Partners
Pre-training questions of this chapter: What kind of HR support does the
business department need?

1. Functions of business partners
a) Process analysis: locking the defects of business process
b) Performance analysis: positioning the performance barriers
¢) Procedure analysis: finding out the standard procedure
2. Knowledge background of business partners
a) Task management: motion/time study
b) Post management: team work design
c) Project management: optimizing process elements
v Case study: business partners welcomed by the business team
3. Key skills of business partners
a) Motivation: discovering advantages and awakening passion
b) Consultation: guiding behavior and building skills
¢) Communication: gaining trust and uniting the team
v Case study: hard and soft skills of business partners
® Group exercise 4: Roleplay, how to analyze process factors
> Benefits from this chapter: understanding the working mode of business
partners.



BANE WEH0 - RFE ORI ARZ AT

AERRAES AR | AN TIREFATATEL LT ?
— BRSO AERRE

1 ¥R TSR HR 355, I BhcR. EIRIRGH

2. KRAE - ATRAARMELLEO HR 7B | 207EEIINE,. AMmRAETE

3. FE : AJAMTER HRERRE | 20REFEES. FT ALY
= BRFHORLER

1. RTESG : ThEE W R , kb

2. RITMM =3 —ZK ENVE , anFLE051

3. EFLMEF  mEEFLE , nEHRER

4. BHRSAHD - RABIENST , AT

5. wEEHEF( : WEREHESR , iXWEHE

6. EBELHPTD ¢ IREFOMLER |, ML EE

7. EBEPITHRO ¢ BRRTESPIT , anEEIZAR

Yo RBINHT RSP OERE R

® NAZLSIS THS , TEAFAE RS RI AR
Y AEBHFER RSP ORI,

Chapter 6 Delivering: Input and Delivery of Service Center
Pre-training questions of this chapter: Which HR affairs can be done online?
1. Functions of the service center

a) Data: HR affairs that can be digitized
b) Standard: HR activities that can be standardized
c) Specification: HR functions that can be specified
2. Structure of the service center
a) Employee self-help center
) Employee call center
) Transaction processing center
)
)

o N0 T

Data analysis center
Operation management center
f) Operation and maintenance center
g) Activity execution center
v Case study: the starting point of service center construction
® Group exercise 5: Discussion, how to set the experience standard
> Benefits from this chapter: understanding the function layout of the
service center.
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Chapter 7 Adopting: Stages of adopting the three-pillar model
Pre-training questions of this chapter: Where should traditional companies
start to adopt the three-pillar model?

1. Three ways to adopt the three-pillar model
a) Start from SSC: standardization of information and activities
b) Start from BP: normalization of support and empowerment
c) Start from COE: decomposition of strategy and system
v Case study: JD’s three-pillar model
2. Preparations for adapting three-pillar model
a) Clarify the goal: describe the expected shape of the goal
b) Team building: build a core team for implementation
c) Planning the path: planning the path to achieve the goal
d) Single point breakthrough: choose the initial starting point
3. Three implementation steps of three-pillar model adapting
a) Service center: digitizing, standardization, textualization
b) Business partners: talent searching, on-the-job training
c) Expert center: outsourcing, external brain, internal iteration
® Group exercise 6: Roleplay, clarifying the roles of business partners
> Benefits from this chapter: understanding the adoption steps of the
three-pillar model.
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Chapter 8 Focusing: Knowhow of the three-pillar model

Pre-training questions of this chapter: Under the three-pillar model, what

changes will HR's career have?

1.

Questions to be answered before adopting the three-pillar model

a) Internal optimization: what internal optimizations should be
obtained

b) Competitive advantage: what competitive advantage should be
obtained

¢) Employee value: what employees’ value should be obtained

Choices faced by the three-pillar model

a) SSC, is outsourced or self-developed

b) BP, is it business background or HR background

c) COE, is it a physical center or a project center

Functional guarantees under the three-pillar model

a) Backup system: how to establish the talent backup system

b) Career development: how to plan career development

c) Strategic independence: how to ensure the HR strategy

® Group exercise 7: Discussion, how to plan the career development

[Benefits from this chapter: understanding the knowhow of the three-

pillar model.



