
 

1 

 

CREATING A HIGH-PERFORMANCE  
ORGANIZATION AND COMPANY CULTURE 

Executive Overview for: 

Conducting the Human Resource Function without an HR Manager 
“The most important relationship that exists in small and mid-size privately held companies is the 
person to person, one-on-one relationship of support, coaching, counseling and mentorship between 
a supervisor and their associates. If, and this is a big if, the Owner and Senior Leadership of the 
company “buy in” to the philosophies that surround the creation of the High Performance 
“Recognition Based” Company Culture, forty years of observation would lead me to suggest that the 
HR function can still be performed well without a full time dedicated HR Manager. There are, 
obviously, several caveats to that statement found in this section. 

Again, this concept of not having a full-time HR person on staff and letting each of the Managers, 
Supervisors and Team Leaders do the job of Human Performance Management only works if there is 
a firm top down philosophy around the achievement of the High-Performance Company Culture. 

This concept is generally contested by those companies that do not have the disciplined 
philosophies on creating the High-Performance Culture ingrained in their leadership style. It is okay 
not to agree but please understand the conditions on which this premise is based.” - YourBoard.US 
 

 1. Overview of how to conduct the HR function without a fulltime HR person. 

 2. Three Categories of Activities within H.R. 

 3. The premise, that with certain caveats, a small to mid-size privately held business can 
 operate very effectively and efficiently without a dedicated H.R. person. 

 4. Personal Conclusion and Final Comment. 
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Things have come a long way since we referred to Human Resources as the Personnel Department. 
In a smaller company, there may have been a “benefit lady” whose fulltime job was secretarial or 
administrative. She was the person you called when your child broke their arm. That same person 
may have handled attendance and sick days to report to payroll. Whoever had the reputation as 
the biggest partier in the company, planned the Christmas Party or Summer Picnic. For small 
businesses, for sure, and mid-size business in some industries it is tough to financially justify a full-time 
HR person. Having the HR function covered, however, is critical. 
 
While there are a lot of activities within the Human Resource function, here it is broken down into 
three major categories. 
 

1. Associate administration, compliance hiring and maintenance 

2. Associates health benefits and welfare 

3. The Curator of a healthy High Performance Company Culture 
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A. Associate Administration, Compliance Hiring and Maintenance 

• The candidate identification and hiring process. 

• The on-boarding process and 30-60-90 Day Development Process. 

• Managing the sign-up of all tax, benefit, 401(k), immigration and handbook. 

• Having background checks performed. 

• Overseeing the timeliness of the review process. 

• Assuming that all things are compliant within the labor and other laws that govern 
employee rights, conducting HR audits etc. 

• Making certain there is a handbook and everyone has read, understood and signed 
it. 

• Managing personal and professional development. 

• Skill and Attribute proficiency training. 

• Applying the policies of the company in a fair and consistent way. 

• Participate in associate discipline. 

• Participate in the termination process. 

 

Notes:  

• Members can access “Human Resource Support” through a YourBoard.US Portal to Expert 
Support on the website. Available are both direct support and a virtual library of HR forms, 
policies, compliance rules, self-audits etc. that can be downloaded and supported with HR 
coach. The virtual HR Library and HR coach is a tremendous value. 

• Members can easily access benefit advice for small and mid-size companies through the 
Portal to Expert Support on Employee Healthcare and Benefit Solutions. 

• A compete Education Library for Personal and Professional Development and Skill and 
Attribute Proficiency Training is also available to YourBoard.US members. 
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B. Associate Health Benefits and Welfare 
Due to the fact that health benefits are the largest single overhead expense, after 
payroll, to the corporation, generally the senior leader and the CFO participate with 
Human Resources in the selection and contracting of the best healthcare plans that the 
company can afford. 
 
In most cases these days, the third-party administrators using current technologies pretty 
much manage the day-to-day execution of the benefits to the associate and their 
authorized healthcare providers. 
 

  The HR function may still counsel individuals on the benefits available to them and 
guide them on some issues. 

 
  Note: YourBoard.US has a Portal to Expert Support for Healthcare and Benefit 

Solutions for all size businesses. 
 

C. The Curator of the High-Performance Company Culture 
In large corporations, if an “employee advocacy philosophy” is in place rather than a 
“rules based adversarial approach” from HR, this item “C” is what has given the HR 
Director/Manager or VP of HR a position on the Senior Leadership Team. In this senior 
role in larger companies, the HR Person continually represents the organization to the 
senior leadership and is the advocate of the people in assuring that all elements of a 
High Performing “Recognition Based” Company Culture are built and maintained. 

 
All strategy shifts or operational changes are discussed in the presence of HR in 
advance to be certain that the impact on the organization is planned and 
communicated and all bad news is mitigated and damage control is managed. 
 

 This “Curator of the Culture” role is designed to assure the organization continues to 
maintain engagement, positive momentum, and motivation during all of the historic 
highs and lows of doing business. This is demonstrated by an HR person given the 
authority to make recommendation directly to senior leadership on all decisions that 
will have an impact on the organization. This role acts as a conduit from the people to 
the Leadership to assure ongoing communication. 
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We argued that small companies cannot afford a fulltime HR person and then laid out an entire 
page of reasons that talk about the critical role that HR plays. How do we deal with apparent conflict 
in messaging? 
 
This is how. First of all, it is important to breakout all of the functions required to take care of our most 
critical resource, - people. Human Performance within small, medium or large companies is clearly 
the differentiator that is brought to the market place through better products, services and 
relationships with our customers. Without great people, motivated by appreciation and recognition 
we cannot be the best at what our company does within its industry. It is important that all of the 
functions of HR have to be performed by someone. When you are small, however, the HR 
administration, maintenance and healthcare benefit functions can be divvied out internally with 
some periodic guidance from an outside employment resource firm. (Available on the website as the 
H.R. Portal to Expert Support.) 
 
Now comes the surprising news…based on many people’s observations over the last 50 years, the HR 
function we have titled “The Curator of the High Performing Culture” is actually best performed in 
small and mid-sized privately held companies by the supervisors, managers and leadership of the 
organization. 
 
In other words, it truly is the duty and responsibility of the leaders, managers and line supervisors of the 
company to create and more importantly maintain the critical elements of their High Performance 
“Recognition Based” Company Culture that we discussed in earlier segments. When there is a 
Human Resource Director and possibly an entire department working from “outside” of the daily one-
on-one relationship between the supervisor and their team of associates, it tends to diminish the 
important relationship that exists between the supervisor and their team of associates.  
 
What is critical is that the owner or senior leader develop the principles and philosophies around 
building a High-Performance Company Culture and the managers and supervisors follow the details 
for executing the plan to build and maintain this type of culture. The owner, senior leader and 
managers must stringently self-regulate themselves to follow the critical steps in building this type of 
culture that becomes the ultimate differentiator in the market place for the company’s success. 
 
The downside of not having an HR person on our direct team is that unless ownership and senior 
leadership is strong and the principles of the High Performing Culture are engrained as absolutes 
within the souls of every manager and supervisor, most managers and supervisors, unchecked by 
either strong leadership or a strong HR person, will drift into their natural comfort zones of tactical 
operations. The organization will drift away from a culture of recognition and the performance bar 
will drop. 
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Conclusion 
If leadership is strong and is committed to the principles of creating and maintaining the High-
Performance Company Culture, your small or mid-size company can effectively and efficiently 
operate without a full-time HR person. If the leaders, managers and supervisors are directly and 
actively interacting with each other and the associates, it is actually a much better dynamic for 
inspiring passion and generating high productivity within the organization. Having a “third party” HR 
person that allows the managers and supervisors to back away from their “people duties” and drift 
back to working in the business, on tactical operations, is actually not the best direction to take. This 
closeness between management and each of the associates is one of the key reasons that small 
and mid-size companies often out-perform and out-service larger companies. Associate 
engagement and motivation is best driven with a positive and one-on-one relationship between 
each associate and their supervisor at every level. 
 
Unless the company culture is positive and all of the managers and supervisors clearly understand 
their role in maintaining that positive culture, in many cases the HR has to perform as a mediator 
between the associate and the supervisor. This is really not preferred, but necessary, when there are 
renegade supervisors and managers who are not onboard with the philosophy of creating a High 
Performance “Recognition Based” Company Culture. 
 
 
Final Comment 
 
One final point. When your company’s growth and number of people reach the level where a 
fulltime HR person is necessary, hire a person who demonstrates the attributes of advocacy of the 
associates in the organization and not a sheriff whose sole purpose in life is to enforce the policies 
and rules. 
 
Too many policies are created because one person broke a rule. My philosophy is that it is better to 
just fire the offender rather then put another policy or rule in place. It is amazing how few times a 
person will break that rule again. 
 
Articles you may want to reference 

Continuing with the theme and reinforcing the benefit of Creating the High-Performance 
Organization and Company Culture, you may enjoy reading one of these articles regarding The 
Development and Nurturing of Company Cultures and how they become the differentiator that 
directly impacts the growth and financial success of companies. 

1. After the Feedback…Now What? 
2. Great Leadership starts with Emotion 
3. Competencies should not be a part of Performance Evaluations 
4. How to keep your “High Potential” Employee 
5. A CEO Profile of John Starcher, CEO Mercy Health 
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 ARTICLES: 

 1. How to keep your High Potential Employees – Michael C. Mankins 

  Many organizations are investing big dollars in high-potential employee (HiPo) development 
programs because developing their employees is the best and most effective way of finding 
future leaders. The rewards can be great. Executive Board Research shows that 
organizations with strong leadership can double their revenue and profit growth. 

  But none of this is worthwhile if the brightest and best take all they’ve learned and leave for 
a competitor. Research shows that a staggering 55% drop out of HiPo programs. 

  So, what can you do to discourage HiPo’s from abandoning ship? One way is to boost 
engagement and, therefore, retention. There are two components: “current engagement” 
and “future engagement.” 

• Talk about the company’s impact, not just its financial results. Shareholders care about 
performance, but employees are more often motivated by the impact their company 
has on the world. 

 
• Reward inspirational leadership as much as effective task management. People who 

work for inspiring leaders are more committed, satisfied, and productive. Reward 
managers for raising people’s eyes to the horizon as much as you reward them for 
holding workers’ noses to the grindstone. 
 

• Measure employee advocacy, not employee satisfaction. A worker who is just 
“satisfied” isn’t necessarily deeply committed. A better measure of engagement is 
whether an employee would recommend his workplace to a friend. 

 

 2. Competencies are for Development Planning, not for “Evaluation” purposes. 

  When competencies are “evaluated” they reveal short-comings on our skills and the 
application of our knowledge and even trespass on our values by telling us how to adjust our 
behavior. It’s no wonder the Performance Review is such an anxious exercise for all those 
involved! 

  Competencies are critical to an individual’s success and allow for us to articulate how a 
person needs to perform within their role. But skill levels knowledge expands and behavior is 
modified through direct learning experiences and focused development effort. 

  Managers have traditionally “evaluated” employees on how well they do their job but 
wouldn’t it make a lot more sense to focus on competencies in a development capacity? 
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 3. After the Feedback…Now What? Stephen Joyce, The Hackett Group HR Practice Leader 

 According to The Hackett Group HR Practice Leader Stephen Joyce, “The best companies 
treat employees the same way they treat their business lines, as something to be carefully 
analyzed and strategically developed in support of their business goals. They determine the 
skills, competencies, and experiences needed to run their company over the next few years, 
quantify the gap between their needs and their current resources, then acquire the 
expertise they need through a combination of staff development and hiring.” The result? 
Companies can improve earnings nearly 15% by improving their talent management 
function. 

 One of the cornerstones of a great talent management process is what happens after the 
performance assessment. Done right, routine conversations and performance feedback can 
be transformed into meaningful development plans. Useful development plans can be 
created using identified competency gaps to drive targeted learning and development 
workforce development strategy. 

 In addition, adopt a culture and work environment that encourages ownership, 
accountability, learning and development. Remember that 90% of development happens 
on the job and through relationships. Be sure to include special projects, mentoring and job 
shadowing, along with a robust competency-based online learning environment.  

 (YourBoard provides our members with access to more than 300 Personal and Professional 
Development Courses on line at a very low price.) 


