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Abstract

It is anticipated that, as a result of increasethpetitive pressures, the emphasis is on the sdarch
competitive advantage and strive is to align begitgsonnel policy choice with business strategysTithe
purpose of this conceptual paper is to provide &rwew of the SHRM literature with the foundatioh
personnel management (PM) and thereafter of humsource management (HRM) that builds up to our
current concern with paradoxes, ambiguities, addnza issues. This paper has addressed the sjzscial

on managing the dualities in SHRM i.e. strategflRM practices, whether it is a compulsion or a chdor
organizations. After reading this, practitionersghti gain more insights in the potential tensiossiés,
ambiguities, and conflicts of interest that arerabteristic for the field of SHRM in practice arfteh can
take decisions that whether the practice of SHRbMukhbe a compulsion or choice for the organization

Keywords- Personnel management, Human resource managenteateg® management and Strategic
HRM, Business strategy

1 Objective of the Study

Organizations need to be responsive and very fiexdmd not rigid because of hyper competition and
complex environments. The human factor, if handdéctively and efficiently, is perhaps the most
important in imparting organizational flexibilitiyanaging the human factor as a competitive todd falthe
domain of strategic human resource management (SHRNe purpose of this conceptual paper is to
provide an overview of the SHRM literature with tfemundation of personnel management (PM) and
thereafter of human resource management (HRM)hbiédls up to our current concern with paradoxes,
ambiguities, and balance issues. This paper aldoesses the special issue on managing the dualtities
SHRM i.e. strategy in HRM practices with the foowbgether it is a compulsion or a choice for orgatiens.
Not only this, arguably, it was Legge (1978) whartdd this debate with her focus on human resource
ambiguities and in her later work on rhetoric’s aadlities in human resource management (Leggeh,199
2005). Almost more than 30 years on we are findimgeasing evidence of the dualities, paradoxed, an
ambiguities entailed in HRM today. So, on the baétbat, this paper will further debates, whetBEIRM is

a choice or a compulsion by encouraging a consteiceview of HRM theories and then to link up with
SHRM literature along with the issues, ambiguities

2. Introduction

Organisations and managers are aware that at pe@ny they face rapid and complex changes in market
environment. One of the most remarkable resultthés change of attitude in some firms toward the

organisation's people or human resources. Top neamagt in such companies realises, that people are
among the organisation's most valuable strategourees (Pfeffer, 1994). Companies with long term

objectives are therefore reappraising the way iitlwthey manage their "human resources". This nesdggd
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is leading to a widening of the role of personnahiagement, as indicated by the increasing popylafrihe
term "Human Resource Management" (HRM) or SHRM.

The elaboration of academic theories of HRM in1B80s led to a discussion on the nature of HRMtasd
main questions were:

(1) Is HRM different from personnel management (PM)
(2) Is HRM different from industrial relations (IR)odels?

In theory a distinction was made between HRM and (@MJest, 1987). However, there was little or no
empirical evidence from practice that people mansgg had radically changed with the emergenceef th
HRM field (Legge, 1995). Storey (1992) gives anrgi@v of the distinction between PM and IR on tine 0
hand and the emerging HRM concept. He also perseivshift from a pluralist to a unitarist employee
perspective, from personnel departments to HRM texagy line managers, from rules and procedures to
business orientation, and from control to committn&@he managerialism in the emergence of HRM in the
1980s has overthrown the industrial democracy getsges of the previous PM and IR approaches. The
unitarist employee perspective, often represergéd/nat is good for the employee is good for thelayer,

and the other way around,” is probably one of ttegomchanges caused by the HRM transition. Receatly
growing number of authors dispute this unitaristspective, stressing the often conflicting intesest
employees and employers (Boxall and Purcell, 2088ssens and Steayaert, 2009; Keenoy, 1997; Paauwe,
2004).

The existing literature has revealed that thetieadack of consensus with respect to the strdtmgyulation.
SHRM finds difficulty in finding the exact matchteen the current situation due to changing enviremt
the and the environment which intricacy in the iempentation of the strategy. Guest (1989) suggehktad
SHRM is concerned with ensuring that "human resssinmanagement is fully integrated into strategic
planning; that HRM policies cohere both acrossqgycdireas and across hierarchies and that HRM pescti
are accepted and used by line managers as pahneiofeveryday work". In other words, SHRM is the
macro-organizational approach to viewing the rolé function of HRM in the larger organization (Bartkt

al., 1991).

3. Evolution of SHRM

3.1 Personnel Management- The ancients (Paleolithic men), with their storesa adzes and other flint tools,
might not have appreciated the principle of "trensff skill from the human to the machine"”, butytinere
nevertheless applying the principle, and this sapdrthem from large numbers of other human beings
(Megginson, 1977). After that, different philosoghicame into being and these contributed a lotrebte
development of "managing people", later called &amel Management (PM). PM did not emerge all of a
sudden, but through an evolutionary process-whiatiesl after the industrial revolution in the latedf of

the 18th century in Europe and ended by the emeegeh HRM. Tablel summarized about personnel
management.

Insert: Tablel

3.2. Human Resource Management- The concept of HRM developed initially from woriksthe USA in the
1960s and 1970s. Since then it has been adopteghsingly around the world (Brewster, 1994). la th
1980’ the introduction of HRM led to the dissimitsibetween two early HRM best practice approacties:
Harvard approach (Beer et al., 1984) and the Mahigpproach (Fombrun et. al., 1984). The Harvard
approach — also called the developmental humanisdehby Legge (1995) — is centred on the developmen
of all aspects of an organizational context thdt &ncourage and even direct managerial behavidtr w
regard to people. The approach also recognizedptaufjoals of an organization’s actions like indival
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well-being, organizational effectiveness, and satieell-being as long-term consequences. The Nehi
approach is based on philosophy that stem fronegfi@management. The Michigan approach is aldedtal
“hard” HRM model where as Harvard approach is knasrhe “soft HRM”.

Insert: Table2

3.3. Srategic Human Resource Management- The concept of strategic HRM was first formulateg
Fombrun et. al. in 1984. They have mentioned thiaet core elements are necessary for firm to foncti
effectively, mission and strategy, organizationtuwd and human resource management. They defined
strategy as a process through which the basiconissid objectives of the organization are setggmabcess
through which the organization uses its resourcesichieve its objectives. But their most important
conclusion was that “HR systems and organizatiatalcture should be managed in a way which is
congruent with organizational strategy (Malik, 2R09

4, Literature

4.1. Business Srategy- An integrated and synchronized set of commitmamid actions designed to take
advantage of core competencies is strategy. Syradéxp helps an organization to gain a competitive
advantage. In the sense, strategies are purposefuprecede the taking of actions to which theylyapp
(Slevin and Covin, 1997). The strategy which hasnbdesigned to provide value to customers is called
Business-level strategy (Dess et al., 1995). Tabsisiness-level strategy gives an advantage totheany
over its rivals.

Business strategies are concerned with a firm’spatitors at industry level or at that position ({@or1985).
Thus favourably positioned firms may have a contipetadvantage over their industry rivals. As te tipes

of business strategy, Miles and Snow’s (1984) etpatypes involved defenders, prospectors, and/azer.
Porter, 1985, cost leadership, differentiation, fowlis are the three generic strategies. Schutbdackson
(1987) used labels slightly different from thoseRddrter to classify business strategy into thrgeedy
cost-reduction, innovation, and quality-enhancemdiainy scholars (Beaumont, 1993; Dowling and Sahule
1990; Huang, 2001) have employed Schuler and Jatkapproach, and this study also the adopted their
method of classification for following analysis. €aeduction strategy involves enhancing competitess

by lowering the prices of products or services (f&hand Jackson, 1987). The procedure of products
development or services that is unique from thdsth@ competitors has been emphasized by innovation
strategy. Finally, the success strategy is achidyethaintaining a standard of quality superiorHhattof
competitors.

4.2 Business Srategy and HRM- According to contingency theory (Miles and SnoWwg84; Porter, 1985;
Schuler and Jackson, 1987), HRM practices musbbwimed with specific business strategies if theyta
enhance organizational performance. Firms thatausest-reduction strategy must rigorously contral a
minimize expenses, and strive for greater econoofiegale. Efficiency is important for firms to seed.
Behaviour control increases predictability by raiging the transformation process, this includes th
following HRM practices: standard operating proaedy behavioural performance appraisal, close
supervision, and feedback. By attempting to regudation, this approach to HRM focuses on issuels as
reliability and efficiency.

To adapt to complex environments, rapid market ghamd technological progress, organizations mas h
developed some innovative strategies. The orgaaimimust have R& D departments. Their employees
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should be innovative and creative, collaborative emoperative with one another, able to follow ldegn
objectives, able to provide quality work with quignof products and services, able to take riskdtarcope
with ambiguity and uncertainty successfully (Huag01). In cases of absence of proper information,
executives can set targets to achieve and havegtipas for and from the employees respectiveth wie
interests of the firm. Likewise, executives catizgiinput control to ensure that individuals ta@ropriate
without articulating the specific criteria by whitey will be assessed (Snell and Youndt, 1995).

Firms adopting a quality-enhancement strategy muate frequent changes in the production process in
order to continuously upgrade product quality. Btiategy requires a high level of employee involeat in
order to offer a standard of quality superior tattlof other products or services. Quality is a high
crystallized objective. Since information aboutulestends to be readily available when using otutpuatrol,
subordinates can acquire a great deal of perforendata and make adjustments without the intervertfo
superiors. Based on the notion of a one-dimensiatility function, a crystallized standard refecsthe
pursuit of a singularly valued performance outcofie evidence is clear that output control tendsetased
more when standards of desirability are crystalliddofstede, 1978; Ouchi, 1977 and 1979).

4.3 Srategic Human Resource Management- SHRM literature has been vital in shifting oueation toward
issues related to managing people in a particutar. fBehavioural perspective is one of the admired
theoretical models used in the literature of SHRIckson et al., 1989; Schuler and Jackson, 1988. T
assumed purpose of various HRM practices is toimlatad organize employee attitudes and behavidurs.
the context of SHRM, these differences in role behas required by the organization’s strategy regju
different HRM practices to elicit and reinforce sledbehaviours. For example, the behaviours canalang

a number of dimensions, such as imitative verseatie or innovative behaviour, low versus higkk ris
taking, and rigid versus flexible to change (Schated Jackson, 1987). Table 3 briefs the concefHiRM.

Insert: Table3

Increasingly, SHRM is becoming ever more popularddy, human resources are seen as “the available
talents and energies of people who are availabéntorganization as potential contributors to treation

and realization of the organization’s mission,atisistrategy and goals” (Jackson and Schuler, 26@9jce,
SHRM is not a completely new and revolutionary diel rather its roots can be traced back to the
mid-1950s. Schuler and Jackson, 1999 and Jain, R&g5defined SHRM as “the pattern of planned human
resource developments and activities intended ableran organization to achieve its goals”.

Insert: Figurel

Liao, 2005 has illuminated that the alignment of MiIRtontrol and business strategy affects firm
performance.

Insert: Figure2

5. Gaps I dentification

Most of the work in the field of SHRM has emergedhie late 1990s or 2000s and offers an excitingarea
for exploration, that how it could be lucrative foe organizations in terms of their sustainabdityl to have
a competitive advantage. An integral componentgénizing and staffing is SHR, which is becomingeno
widely recognized as critical to developing and lienpenting considered responses to profit presgueea
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and Schaunbroeck, 1998; Murphy and Zandvakili, 2088 a result, much attention has been given tR SH

in recent years (Ericksen and Dyer, 2005; Martina&ar, Romero-Fernandez, and Sanchez-Gardey, 2005;
Richard and Johnson, 2004). Fombrun et. al., 1€84atified four key areas of personnel policy choice
recruitment, performance appraisal, compensatiah r@awards and training and development. He also
evaluated each in relation to its “fit” with thediness strategy but failed to integrate them.

An HRM strategy typically consists of the followirfigctors: - "Best fit" and "best practice” — meanthat
there is correlation between the HRM strategy &edotverall corporate strategy. As HRM as a fiekekseo
manage human resources in order to achieve propeggnizational goals, on the other hand an
organization's HRM strategy seeks to accomplisth snanagement by applying a firm's personnel needs
with the goals/objectives of the organisation. ERig researchers have been emphasized on or sedgest
organizations to have either best practice approadiest fit approach to have a competitive ad\gmt®n

the other hand we can say that earlier literathaee-not focused on how and why part of SHRM. Tdréer
researches are kind of review on SHRM. Here, wkhgilfocusing on how and why SHRM is beneficial for
organizations. In this review taking best practeel best fit approach as base, we will be focutiad
whether SHRM should be a choice (best fit) or colsipo (best practice) rule for organizations to dnav
competitive advantage as well as sustainable dereat.

6. M ethodol ogy

This conceptual paper studies several literatuneserning Personnel management, HRM and SHRM with
the intention to satisfy the author(s) and readergprovide an insight about the various components
associated. Several studies have been found ore thdsects and the most relevant ones have been
incorporated. A time frame from 80’ have been taketo consideration to avoid too much of data,
duplication and irrelevancy to current practicebe Titerature was mainly collected from online datses

and reputed books and journals from India and abrdasincere effort has been made to addresstues
sequentially, following the flow of the shift. & Bn original work to summarize the concerned ditarious
researchers together to help in reducing efforfddher exploration on this idea.

7. Resear ch Objectives

Based on the literature review and gaps which lmeen identified we have proposed following research
objectives:

RO1: Examining personnel policy choices in contexttoditegy.

RO2: Identifying employee behaviour as a mediator betw&rategic approaches and firm performance.
RO3: Re-examine the relationship between businessgirand HRM.

RO4: Role of SHRM IN uncertainty and instability.

RO5: Linking human resource activities like performamagpraisal, staffing, training and development etc.
with the organisational strategy.

ROG6. Identify relationship between SHRM and organizadianission and vision statement.
8. Findings and Discussion

In the evolutionary process of PM, people were iared as a commodity and in the later stageslpeop
were considered "human beings" and their welfare t@&en into account means output was the main
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concern. As a different philosophy, in HRM peopte aonsidered not only "human" but also "resource.
Based on the "hard" version of HRM, people are icmmed a resource of the organization; and baseteon
"soft" version of HRM; the humanistic side of maimagpeople is seen (Kazmi).

In SHRM, people are not merely treated as "humsowee"”, but are considered "strategic" human resou
They are considered such because they are thetampdool for planning and implementing the busénes
strategy and they help in gaining the "competithdvantage” of the firm. In every stage the object¥
"people management" is to attain the goal, but difference is attaining that goal by emphasizing
"what-thing". Only in SHRM, human capabilities aeffort are connected with the overall strategyhaf t
firm and the gaining of "competitive advantage" esnby using the human resource.

Most of the literature that focuses on strategyteohdoes so with a good understanding of exteroriext
(e.g. Porter’s generic strategies) but much of kinisl of work fails to address internal context gmdcess
issues. One of the major problems with Porter'ssgerstrategies for example is that the recommeéoitiat

do not adequately address how such strategiesdsheumplemented given certain organizational Véeis

and procedures. It is increasingly being recognibed a detailed knowledge of what should be dane i
simply not enough for strategic success, and timéss strategists consider how actions are taubged out,
difficulties may arise when it is too late. Kieci{@P84) was among the authors who launched attaicks
“strategic planners who zealously promote unrealistrategies at the expense of common-sense
management”. Similarly, Argyris (1989) and Keml§ah72) have outlined the need for an approach wikich
considerably more practical than the conventiomeitent-oriented approaches. The need to incorporate
these considerations further identifies HRM asrdagral part of the development of strategy in that
respective activities of individuals and groupschez be a central part of the planning process betbre

that activity has begun, and while it is underwiainking of HRM with strategy and putting particular
emphasis on the facilitation of a more “processtreghagenda” in relation to strategic goals throtlggh
integration of the HRM function is one of the aifrtluis paper.

Personnel policy choice represents a key stratégaision for organizations. It has a major impagtt o
competitive advantage, organization structure aunlue. While much of the prescriptive personnel
management literature suggests that organizatibosld adopt particular “best practice” modes inheac
personnel area, it is increasingly accepted thaitmah personnel policy choice is linked to the wreq
characteristics of the individual organization.(ite internal and external context). Consequeittlg,argued
that organizations need to achieve a fit betweesoomel policy choice and broader strategic comatams,
particularly product market conditions and businssstegy. It is argued here that there is a rasfge
personnel policy options from which organizatioas choose, with the final choice guided by the need
ensure that the organization’s approach to workf@a@mplements overall strategic purpose.

The aim of SHRM is to provide a future directiom. drganize and control people in an organisatidetims
of the systematic planning of human resource maneageby aligning it with an organisation’s stratégy
also the aim of SHRM. Thus, the whole of this paymercentrates on these idealized (fit) agendasfaqatly
in terms of strategic involvement or choice anddheolution of operational personnel activitieghe line.

Insert: Figure3

9. Implications and Conclusion
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As global business competition shifts from efficgmo innovation and from enlargement of scaleréation

of value, management needs to be oriented towhsdsttategic use of human resources. Strategi@ahum
resources management practices enhance employaectivity and the ability of agencies to achieveith
mission. Integrating the use of personnel praciit@sthe strategic planning process enables aanizgtion

to better achieve its goals and objectives. Compiriuman resource practices, all with a focus @n th
achievement of organizational goals and objectigas,have a substantial affect on the ultimate esscof
the organization. To manage future operations #ffely, it is essential that companies produce Ithess
leaders" and "innovators" through SHRM Approach.

Despite many theoretical and empirical studiestiategic HRM, no coherent theoretical framework has
emerged in the field. This review has been disalske key strategic HRM issues. It is hoped that an
understanding of these issues would go a long waleveloping a coherent body of knowledge in tetlfi
that SHRM should not be a compulsion for any fingémization. One approach which is best for ona fir
could not be beneficial for the other even if theg in the same industry. SHRM is just a mattdrest fit not
any practice.

Khatri, 1999 has mentioned that a major limitatadrprior work in the strategic HRM area is the laufk
in-depth qualitative studies (Dyer, 1985; Boxaf986; Becker and Gerhart, 1996; Guest, 1997). Tthidys
helps the researchers and readers to develop cbermige and more valid models and frameworks in the
field of SHRM. Because of the extended, multidimenal and bureaucratic nature of both business and
organization’s strategies, HRM should be strategitature (Ropo, 1993; Kelly and Gennard, 1996;0fys
1995). Qualitative research also focused not onlihe content but also on the process. This pdpetakes
attention of professionals or organizations towaplanning and strategizing their actions for the
implementation of effective SHRM approach. Foranste, Dyer, 1985 argued that “the immediate need is
for descriptive research aimed as much as possilpi®viding accurate descriptions of what is iragety of
settings. Such research is exploratory as beinguedrthrough qualitative methods. Becker and Ggrhar
1996 also suggested that deeper qualitative rdséareeded to complement the large-scale, mulfipte
studies that are available in order to find out agars’ HR decision making process.

Because of the ever changing needs and the chedlengntioned above, the approach towards the SHRM
should be the choice (best fit) by the organisationot the compulsion (best practice) from the outerd
because one size cannot fit every size and shape.

Although most of the studies in the strategic HRBIdf are based on the Western context and there is
relatively little research in the eastern cont8&ktxall and Dowling (1990) noted that the seminalNHExts

are all American and the most significant criticabponses to date have been British. Boxall (1996)
suggested that globalization and increasing enmental complexity have called for the developmérd o
comparative and international stance on the subiélotwise, Guest (1997) emphasized that reseascher
need to ensure that the studies are not confingledJSA only. Therefore, conducting strategic HRM
studies in other parts of the world, for exampléAsould help to meet the shortage of empiricalkio the
field in those parts of the world and also serveaagehicle for comparative studies. But still whvate
literature we have, on the basis of that we cailyeesnclude that the HR concept is actually regesd
according to the strategic needs of the environmédmth becomes SHRM. The organizations are moving
towards the SHRM field with choice and they shaulalve with choice to have a competitive advantage an
for the sustainable growth of the firm.
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Study (Author and Year) Literatureon PM

Elton Mayo (1933)

The author has emphasized on two things that anelg@/e social need
and belief that productivity is directly relatedjob satisfaction

o7

Maslow ( 1954), Argyris (1957), Underlined the importance of integration and ineohent and

Herzberg (1957) and
(1961)

Likeft highlighted the idea that management should aa=ptbasic value t

[®)

increase the quality of work life for improved matiion and bette
results.

Drucker, 1968; Watson,
Legge, 1978; Rowland andperforms mainly administrative-type role.

summers, 1981

197F;Personnel management lacks the strategic relevdremause if

Table 1 Personnel Management review

Study

PM Vs. HRM

Hendry and Pettigrey
(1990)

HRM can be perceived as a perspective on persomanghgement and not person
management itself.

hel

Legge (1989)

Has identified three features: (1) Personnel mamage is an activity aimed a
non-managers whereas HRM is less clearly focusti lmertainly more concerne
with managerial staff. (2) HRM is more of an int&gd line management activi
whereas personnel management seeks to influeneemiamnagement. (3) HRN
emphasizes the importance of senior managementg b&imolved in the
management culture whereas personnel managementalhvays been rathe
suspicious of organization development or relataitaty, social psycholog
orientated ideas.

><Q

=
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Table 2 Difference between PM and HRM

Study

SHRM

Miller, 1989

SHRM is necessary to ensure that management inésain the field of]
HRM are consistent with those decisions takemthrer functional
areas in the organization and consistent with aalyais of the
product-market situation.

Tyson and Witcher (1994)

Human Resourcstrategy can only be studied in the context
corporate and business strategies.

Fombrun et al (1984)

SHRM helps when firms face inefficiencies and tyirhplement new
strategies with outmoded structures as well as wbrblems of
implementation of new strategies with inappropridi&M systems.

Guest (1989)

Strategic HRM is largely about integration and af¢he key policy|
goals for HRM.

Walker (1992)

HR strategies are functional strategies like fimalncmarketing,
production or IT strategies.

Beer et al., 1984

An uncertainty and complexity creates an imperatinaed for g
comprehensive and strategic perspective regardingah resources.

Table 3 Strategic Human Resource Management

Selection >

“\\

of

Performance

/ Rewards
Appraisal \‘

Development

Source: Hendry and Pettigrew, 1986
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Figure 1 Strategic HRM is to match HRM activities and p@icto some explicit business strategy (Human

Resource Cycle)

Human Resource Activities and Performance

v

HEM QOutcomes

HRM activities p | (Accomplishing organizational >
goals)

Firm Performance

Figure 2, A cause-effect relationship between firm performance and HRM activities (Horwitz,

1999)

Figure2 The causal model

High problem selving, change and
innovation

Benefits to the
organization which

has adopted SHRM »
\ Low nwmover, absence and

grievances

High Cost-effectiveness

Figure 3 Advantage of SHRM
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