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Preface 

This book is not just one of the many introductions to Human Resource Management 

that are published, year after year, for use in HRM classes. Authors of those introduc- 

tions face many challenges, such as the need to produce something that is both theoreti- 

cally sound and practically valuable, or to find a way to integrate discussions on a vari- 

ety of topics into one comprehensible teaching tool. The author of this book took up 

those challenges by, on the one hand, closely following the conventions that HRM 

scholars all over the world adhere to with regards to the demarcation of subfields within 

the HRM discipline, and on the other hand, including a multitude of Tanzanian and oth- 

er African cases that put each of these subfields in a vivid context. 

The result is a book that serves to initiate African students in the world-wide HRM 

community, while simultaneously enabling them to create their own HRM policies in 

accordance with circumstances in their countries. As such, it is definitely a unique book. 

It brings the global and regional perspective together, to the benefit of both. The author 

and his colleagues of the School of Public Administration and Management of Mzumbe 

University deserve respect for this accomplishment. Their reward will be in the educa- 

tional outcomes that the book will certainly bring about in their own classes and in 

hopefully many other ones. 

Dr Ben Emans 

professor Sustainable HRM 
Hanze University Groningen 
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Foreword 

“Leaders must be guided by rules which lead to success.” 

(Machiavelli: The Prince) 

For over half a century now, most African people south of the Sahara are still living 

under political, social and economic hardships, which cannot be compared with the rest 

of the world. For many, the expectations of independence have remained a dream. This 

state of affairs has many explanations but it is fundamentally based on the nature of 

African countries and organisations on one hand, and on the other hand there is over 

reliance on Eurocentric philosophies, theories, and assumptions on how administrators 

and managers should manage African countries, organisations, and people in such a way 

that will lead to prosperity. As a result, the same Eurocentric mindsets are used to de- 

velop solutions for African leaders and managers through knowledge codification and 

dissemination in the form of textbooks and the curricula in education systems. 

Evidence from economies in South East Asian countries suggests that the success 

behind these countries is largely explained by high investment in human capital and, to 

some extent, avoiding wholesale reliance on the importing of northern concepts, values 

and ways of managing people; that is, the development of human resources capable of 

demonstrating management in setting and pursuing national, sector wide, and corporate 

vision, strategies, and commitment to a common cause within the context of their own 

countries and organisations. Similarly, African managers and leaders effectively cannot 

manage by merely importing Eurocentric knowledge without critical reflection, sorting 

and adaptation to suit the context they work in and with cautious understanding of the 

implications of globalisation in their day-to-day ntanagement practices. They have to 

understand and carefully interpret northern concepts and embedded assumptions, inter- 

nalise and develop the best strategies and techniques for using them to address man- 

agement problems in their organisations and countries, which are, by and large, Afro- 

centric. 

Therefore, like Machiavelli, human resource managers, like leaders, must be guided 

by rules which lead to the success of their countries and organisations. The main chal- 

lenge facing human resource managers now is to know which rules are necessary and 

when applied would lead to effective human resource management results in different 

types of public and private sector organisations and contexts. This is a difficult question 

to answer. However, we can start by learning one small step at a time from the emerging 

experiences of our own practices of human resource management in Africa and else- 

where. 

This book on ‘Fundamentals of human resource management: Emerging Experiences 

from African Countries’ has just made a small step in the journey of establishing a link 

between Eurocentric concepts, philosophies, values, theories, principles and techniques 

in human resource management and understanding of what is happening in African or- 

ganisations. This will form part of the groundwork of unpacking what works and what 
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does not work well in African organisational contexts and shed more light on emerging 
synergistic lessons for the future. 
The book has fourteen chapters each addressing important issues in human resource 
management in terms of the Eurocentric approach and reflecting on what is happening 
in African governments and organisations at the end of each chapter. 

Chapter | starts to lay the foundations of human resource management, on which the 
rest of the book is anchored. It covers theoretical issues and historical trends in the evo- 
lution and development of human resource management as a discipline and a profes- 
sion. 

Chapter 2 sets the basis for using a strategic approach to manage human resources 
and the link between corporate strategy and strategic human resource management. It 
establishes the changing role of human resource managers from that of managing rou- 
tine functions into a strategic business partner where human resource management func- 
tions are decentralised to lower departments and sections. 

Chapter 3 is concerned with human resource policies as the step following strategic 
choices in people management. Policies are useful in guiding managers to ensure that organisations have the right number and quality of staff at any particular point in time. 

Chapter 4 covers the fundamentals of employee resourcing and addresses key issues in human resource planning at micro, meso and macro level. It also considers challenges facing management on decision making in financing human resource plans. 
Chapter 5 investigates recruitment and selection. Our experience is that all managers and administrators are involved in one way or another in human resource recruitment and selection and require knowledge, skills and techniques for getting people into or- ganisations. Special emphasis is put on the use of appropriate selection techniques and tools, particularly assessment centres. 
The most successful organisations have the best Strategies to utilise staff and measure their performance. This is covered in chapter 6, which is devoted to performance man- agement systems, processes, techniques and measurements. 

Ms a eee Twerd and performance. The employee’s perform- setts dovelopeent mon ough the provision of appropriate rewards. Chapter 7 de- 
ppropriate reward systems for effectively utilising human resources. 

atte < ee resource development partly as recognition that improved r rough continuous training and development but also that training and development are essential rewards. When employees join organisations 

order to have a harmonious work place. 
(Chapter 9 is devoted to the relationship employees have with t 

, managing 
easing con- 
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man resource management whereby the identification, utilisation, rewarding, measure- 
ment and developing of talents and competencies are becoming critical in determining 
organisational competitiveness and sustainability. Therefore, chapter 10 underscores the 
importance of talent and competency based human resource management in competitive 
organisations. 

The ongoing reforms in both public and private sector organisations and the efforts to 
promote foreign direct investment in Africa have started to bear fruits that pose many 
challenges on managing multicultural workforce. Chapter 11 looks at the international 
perspectives of human resource management as recognition of the emerging challenges 
and emphasis on the need to re-examine the best ways to manage people in a globalise 
world. 

Chapter 12 is more practical and based Tanzanian experiences. It focuses on the link 
between recruitment and open performance appraisal in Tanzanian public service by 
identifying the mismatch between recruitment and selection and open performance ap- 
praisal and recommends an alternative model. 

Chapter 13 links theory and practice in human regource management for health in 
general and more specifically in local authorities in Tanzania. The main focus is on re- 
cruitment and retention strategies and the challenges faced in health service provision. 

Chapter 14 is on the human resource management in a private foreign company for 
the purposes of drawing lessons from other private sector organisations that are now the 
engine of economic growth in Tanzania. The chapter covers policies and procedures 
governing day-to-day people management. 

It will be noted with emphasis that in each chapter there is a reflection on what is 
going on in some Tanzanian and other African countries and organisations. It is impor- 
tant that readers make use of these lessons to digest the usefulness of northern concepts, 
theories, assumptions and principles and how they may be better utilised within the con- 
text of their own countries. For those interested in academia, it will be a starting point to 
begin building models for human resource management particularly for Sub Saharan 
Africa. 

‘For every effect there is a cause. The prime mover and the work of men is to change it.” 
(Aristotle, 384-322 BC) 

Prof. Josephat Stephen Itika (PhD) 
School of Public Administration and Management, Mzumbe University, Tanzania 
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Professor Josephat Itika, Dean of the School of Public Administration and Management, 
Mzumbe University     

Introduction to human 

resource management 

Introduction 

For more than a century now, human resource management, as a discipline and practice 
in the management of people in an organisation, has evolved and developed into differ- 
ent areas. These disciplines and practices have gone through a process of trial and error, 
theory building and testing of various concepts by practicing managers and academics 
(Farnham & Pimlott 1979; Storey 1989; Armstrong 1995). The underlying forces be- 
hind the evolution and development of human resource management have been (and 
still are) mainly environmental, and the quest for knowledge of better ways of acquiring 
and utilising labour. The changing organisational environment in the marketplace 
pushed managers to improve efficiency in the production and service delivery processes 
by increasing their ability to use the best practices of people management at the time. 
That is, employee management techniques or methods that would improve production, 
reduce service delivery costs, and at the same time ensure sustained availability of com- 
petent staff in the organisation. This introductory chapter is devoted to providing learn- 
ers with a cursory account of the evolution and development of human resource man- 
agement and the way it works and influences people management in contemporary or- 
ganisations. 

Therefore, at the end of the chapter, learners should be able to: 
e Describe the process of the evolution of human resource management. 
° Appreciate the role of different theories in shaping human resource management 

practice. 

e Recognise similarities and differences between personnel and humian resource 
management. 

e Examine the role of modern human resource manager in human resource 
management functions. 
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Guiding theories in human resource management 

Human resource management principles and techniques for people management in 
competitive organisations are drawn from theories found in different disciplines. Indeed, 
it is impractical to present all the disciplines and relevant theoretical aspects that have 
shaped the understanding of human resource management today. Therefore, it is be- 
lieved that it is only important to give the reader a cursory view of some relevant theo- 
ries underpinning human resource management and whoever may be interested in 
knowing more about the genesis and developments of a specific theory may do so by 
taking extra homework. 

Organisation life cycle theory 
Cameron & Whetton (1981) advanced organisation life cycle theory which characterises 
organisational development from formation, growth, maturity, decline and death. Ac- 
cording to the theory, the driving force in all these stages is the nature of workforce. At 
the maturity stage the organisation cannot continue to grow or survive if there is no or- 
ganisational structure that supports human resource creativity, innovation, teamwork 
and high performance, which will withstand pressure from competitors. 

Role behaviour theory 
Role behaviour theory aims to explain and predict the behaviour of individuals and 
teams in organisations, which, in turn, inform managers for the purposes of decision 
making, and what steps they take on people management as well as the expected conse- quences. Some of the key ideas focus on the need to improve the working environment 
including the resources in order to stimulate new behaviour in employees in order for them to cope with new demands (Prachaska er ai. 1982), it includes the use of rewards to induce and promote positive work behaviour, and punishments to control negative behaviour (Rogers 1983). 

Resource dependency theory 
One of the challenges faced by managers during the economic recessions in the 1970s is how organisations can best acquire scarce resources and effectively utilise them in order to Temain competitive in the market. The ability to utilise one’s own resources including |, technological and labour), and acquire more from the external environment 

able to harness Tesources, the more competitive they became. Therefore, resources were seen as the essence of organisational power (Emerson 1962). However, overdependence on external resources appeared to be tisky due to the w inti 
s ap ncertainties that cann - trolled by the organisation (Pfeffer i oe emphasis shifted to seeing employees as scare i f tively, utilised, developed and Tetained. 

Institutional theory 
The word ‘institution’ means different 
and professional orientation (Peters 2000). However, i politics, law, psychology, public administration 
order to explain why certain decision: 
organisation. Commons (1931: 648) 
trol, liberation and expansion of individual action’. 
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as custom, law and procedures. The main objective of collective action is less or greater 
control of the acts of individuals, which result in either gains or losses in the process of 
executing joint transactions. Control is about prohibitions of certain acts in such a way 
that the control of one person or organisation leads to liberty of the others and hence 
better gains. According to Commons (1931) these institutions establish relationships of 
rights, duties, no rights, and no duties which influence behaviour of individuals. ‘The 
major role of institutions in society is to reduce uncertainty by establishing a stable (not 
necessarily efficient) structure to human interaction.’ Institutions could be formal, and 
have explicit rules, contracts, laws, and rights (institutional arrangements) or informal in 
the sense of social conventions that are not designed by anybody. Therefore organisa- 
tions should set an appropriate institutional framework that will bind and influence the 
behaviour of employees towards an organisational commitment to excellence. Also put 
by Brunsson (1999): ‘the process of standardization of procedures affect behaviour’. 
Employment contracts, performance agreements and other employment related instru- 
ments should therefore be seen as useful aspects of human resource management. 

Transaction cost theory 

Transaction cost theory is based on the economic view of the costs of conducting busi- 
ness transactions. The thesis is that companies will grow if the costs of exchanging re- 
sources in the company are cheaper in comparison to competitors (Commons 1934; 
Coase 1984; Williamson 1998). Such costs include bureaucratic employment structures, 
procedures and the enforcement of employment contracts. For that matter employment 
relationships that may lead to high costs of exchange, should be minimised. 

Comparative advantage theory 

The main architect of comparative advantage theory is the economist David Ricardo 
who talked of the specialisation and division of labour among nations and firms. Ri- 
cardo postulated that nations should produce goods in which they have a domestic com- 
parative advantage over others (Ricardo 1891). Since then, organisations and nations 
have focused on strengthening internal capacity in order to have more advantages rela- 
tive to competitors and hence to reduce production and distribution costs per unit. Im- 
proving internal capacities include having the best human resources who are best util- 
ised to produce cheaper and better quality goods and services (Porter 1980; Grant 1991). 

General systems theory 

No organisation can survive without interacting with its environment. Organisations get 
inputs from the external environment, they are processed and the outputs are released to 
the external environment, which provides feedback to the organisation. Customers who 
are part of the environment will give feedback by using different means including value 
judgment on quality, price, style and fashion. Therefore organisations are seen as sys- 
tems with components and parts that are related and interconnected in such a manner 
that failure of a component or part leads to the failure of another (Laszio 1972; Haken 
1980; Robbins 1990). The system approach to understanding organisations considers 
the human resource department as a component of the organisation’s system that also 
has other departments such as accounting, engineering, marketing etc. In order for the 
organisation to grow and remain competitive, each department, section or unit should 
support each other. One of the organisation’s inputs from the environment is human 
resources. For example, if an organisation makes an error with its recruitment strategy,



it will have a negative effect on the whole organisation. Similarly, if at the input proc- 
essing stage, human resources are not utilised in the best possible way, the same will be 
reflected in the quality and price of goods and services through feedback mechanisms 
This may include the failure to sell goods or services at the expected prices. 

Human capital theory 
Human capital theory was initially well developed by Becker (1964) and it has grown in 
importance worldwide because it focuses on education and training as a source of capi- 
tal. It is now widely acknowledged that one of the key explanations for the rapid devel- 
opment of Asian countries in the 1970s and 80s is high investment in human capital 

(Robert 1991; Psacharopolos & Woodhall 1997). Human capital theory changes the equation that training and development are ‘costs the organisation should try to mini- mise’ into training and development as ‘returnable investments’ which should be part of the organisational investment capital. Therefore, human resource training and develop- 
ment decisions and evaluations have 0 be done based on clearly deve loped capital in- 

ti hi to be di based on clearly d d ti | Pp 

Strategic contingency theory 
Bees Is a growing body of knowledge stipulating that since an organisation operates - rives in a complex environment, managers must adopt specific strategies which : il peas gains and minimise risks from the environment (Peter & Waterman 1982: co’ 5, Robbins 1992). In this premise, the theory contends that there is no one best strategy for managing people in organisati 
back from the environment will dictate the optimal Strategies. tivities and tasks in human resource management. 

Organisational change theory 
Gareth (2009: 291) defines organisational chan: 

anagement and in response, organisations have to 
recruitment, utilisation, develop- naged (Hersay & Blanchard 1977; Robbins 1992. 

Organisational learning theory 
Globalisation has chan 

adaptation to the environment, less competitiveness, which leads inevitably to decline 

and ultimate collapse. 

Comparison 

Schuler (2000) has summarised these theories into a more manageable framework (see 

Table 1.1). This framework enables us to compare the human resource theories and their 

main objectives. 

Table 1.1 | Human resource theories 
  

  

  

Theories Human resource lessons/Assumptions/Implications 

Resource dependency ® Scarcities of resources determine policies and procedures to be adopted by 
theory organisations. 

e Employees are scarce resources, which should be carefully managed. 
‘Competitive advantage © Organisations should capitalise on competitive advantage it has over other 
theory organisations 

» Anemployee is a rare resource, immutable, non-substitutable, and valuable 
® In order to gain from competitive advantage, there should be creation and support 

of organisational culture that ensures effective management of training and 
performance management functions. 

Institutional theory ® Organisational norms, values, attitudes and myths are the sources of organisational 

failure or success 

© These need be rationalised in order to ensure effectiveness. 

‘Agency theory ® The employer and employee have a principal-agent relationship. 
e As there may be disagreement between the two, legal implications have to be 

carefully considered and, if possible, litigation should be avoided. 

General systems © Organisations are complex systems. 

theory e Human resource management is a sub system 

e Failure/success of each component will have overreaching impact to the 

organisation. 
Human capital theory © It is an cconomic approach — people are valuable assets. 

© Invest in people as onc does in other assets e.g. machinery. 
Organisational life cycle | » Organisation grows in stages. Start up, growth, maturity, decline and revival 
theory e Manage human resources according to the stage of growth of the organisation. 
Role behaviour theory e The means used by an organisation to send role information determines role 

response (behaviour). 
» Human resource management should focus on improving the role information for 

  

  

  

  

  

  

  

  

employees. 
Organisational change © Organisations pass through different forms, levels of quality, and states over time 

theory e Human resource management should ensure congruence between stated goals, 

changes, and performance. 

Transaction cost It is an economic point of view of governance structures in business transactions. 

theory © It considers costs of establishment, monitoring, evaluation, and enforcement of 
exchanges (contracts). 

© Since managers have limited information for decision making (bounded 
rationality) before transactions, there must be measures to reduce risks. 

© Managers should seck opportunitics to be used by employees. 

* Human resource management should minimise loopholes in employment 
relationships like reviewing contracts, monitor, and ensure compliance to set 

objectives, targets and standards. 
  

  

Strategic contingency © Organisations have several strategic typologies to adopt. 
theory © The choice of typology depends on organisational environment. 

Human resource management should depend on a particular typology chosen. 
Organisational e The success of an organisation depends on ability to learn 
learning theory Employees prior knowledge facilitates learning and application of new related 

learning 
e Human resource management should facilitate continuous learning       
  Source: adapted from Schuler (2000).



Theories as stated earlier and summarised in Table 1.1 are useful in shaping debates and 
professional practice in the process of the evolution and development of human resource 
management as a discipline as well as a profession. The usefulness of the conclusions 
reached from these theories will unfold as we go through the process of the evolution of 
human resource management over the past one hundred years. 

The evolution and development of human resource management 
Human resource management as a practice happens wherever there is more than one 
person. It starts at the family level where family members take different roles and re- 
sponsibilities for the accomplishment of family objectives. The head of the household would harness all available resources including people to find the best in them in order to achieve whatever may be needed or desired. Indeed, the division of labour depends 
on the philosophies, values and expectations of family members and which are rooted in the wider society, be it a clan, a tribe or religion. 

Managing people in an organisational setting is well documented throughout the his- tory of mankind (Munsterberg 1913; Taylor 1960; Cuming 1985). Organisational struc- tures evolved, leadership emerged or was formed, roles and responsibilities were as- signed to people, accountability systems were laid down, and rewards and punishments were also provided. In this regard, division of labour, specialisation and accountability were systematically organised to achieve a specific purpose. 
However, the documentation of the evolution and development of human resource management practices can be traced back to the booming European economy of the 1900s (Roethlisberg 1939). This economy created the necessary environment for more Serious thought on the role of effective People management in the emerging labour mar- 

resource management. 

Welfare stage in industrial age 
Historically, the 1900s was a time of increasing technological and economic break- throughs arising from Continued advancement in general and scientific knowledge through creativity and innovations. Indeed, the advancements had serious impact Sa 

Figure 1.1 Stages in the evolution and development of human resource management 
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Western Europe particularly in Britain, France, Spain and Italy. For the Germans who 
were secretly preparing for war, the production of war materials created a chain of in- 
dustrial networks with forward and backward linkages. Managing the increasing work- 
force in the emerging complex industrial production systems was an ever-more difficult 
challenge. The search for solutions, which included how to organise employees and 
ensure that their welfare was provided for, led to the need for better people management 
techniques that were not necessarily important only a few years before. Welfare services 
such as a canteen and other needs required some kind of officer whose sole purpose was 
to take care of workers. This is the genesis of employees’ welfare services in organisa- 
tions and the famous title of welfare officers we have in some organisations even today 
(Eilbert 1954; Chruden & Sherman 1984). 

Change of focus from welfare to personnel administration 
The 1920s and mid 30s are generally regarded as decades of personnel administration. 
The growing size of organisations and pressure to improve productivity called for the 
need to recruit, select, train, keep records, appraise, motivate, control, and improve pro- 
duction of job entry level of employees and those in the job as part of job orientation. 
These administrative tasks were best handled by welfare officers because of their ex- 
periences in welfare matters. However, since the roles of welfare officers changed in 
nature and scope and became more demanding in terms of knowledge, skills and behav- 
ioural attributes, the whole situation suggested that the title of welfare officer was not 
good enough to describe what was actually happening. To address these new dimen- 
sions of a welfare job, the title had to change from welfare officer to personnel adminis- 
trator (Cuming 1985). 

Evolution and development of personnel management 
This covers the period during and after World War IL. In the 1940s and 50s, there was 
an ever growing role for personnel administration to cope with the rising challenges and 
demands of the job which included craft, supervisory training and labour disputes that 
were threatening employees and organisational efficiency. These new dimensions in 
employee management were exacerbated by developments in academia, professional
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managers interested in academics and consultants where efforts were devoted to study 

behavioural factors in job performance. Such developments include human relations 

school, which was pioneered by Elton Mayo and Kurt Lewin, who emphasised on im- 

proving the work environment and work groups as a strategy to improve productivity 

(Rush 1959; Robbins 1990; Torrington et al. 2005). Treating employees as human be- 

ings rather than working tools was a new doctrine that was revealing other aspects of 

people management in other phases of personnel management. This period marked a 

shift of emphasis from managing an individual employee to managing groups/teams in 

the organisation (Davis 1980). Other contributions were from the work of Abraham 

Maslow on the human hierarchy of needs and the power of employee’s motivation on 
productivity (Maslow 1970). Later, Chris Argyris and Frederick Herzberg wrote about 

the concept of employee’s satisfaction and the significant impact this concept has had 

on the organisational practices in improving the quality of work in organisations (Deci 
& Ryan 1985). The organisation development school driven by Bennis & Schein pro- 

vided equally useful inputs to personnel practices particularly in areas of effective 

communication and the need to reduce conflict in the work place (Davis 1980; Walton 

& McKerzie 1991). Therefore, to suit the fashion of the time, there appeared to be a 
difference between ‘administration’ and ‘management’. Likewise, there is a difference 
between ‘administrator’ and ‘manager‘, where the former appears to be dealing more 

with routine activities, the latter deals with more strategic issues. There is however an 

on-going debate in academia on the semantics and the actual substance of personnel 

jobs. 

During the 1950s and 60s personnel management as a professional discipline ma- 
tured as characterised by most personnel management theories, practices, and processes 
we know today (Chruden & Sherma 1984; Cuming 1985). In addition to the services 
provided in the earlier phases, other areas covered in the functions of personnel man- 
agement, particularly in the 1960s, were organisational development, management de- 
velopment, systematic training and manpower planning. Better processes and tech- 
niques of employee selection, training, wages and salary administration and perform- 
ance appraisal were introduced. The other area was industrial relations in which person- 
nel managers became experts in labour law and represented their organisations in indus- 
trial relations disputes (Chruden & Sherman 1984). 
Therefore, personnel management as a type of management in organisations has 

evolved into a distinctive discipline. Perhaps one of the most widely accepted descrip- 
tions of the meaning of personnel management is the one given by Michael Armstrong 
in 1995. This definition is not very different from the ones found in revised editions and other textbooks on human resource management throughout the 2000s. Armstrong 
(1995) defines personnel management as ‘the process and Practice of getting people in organization, assessing and rewarding for performance, and developing their full poten- tial for the achievement of organisational objectives’. 

By looking at personnel management in this perspective, as m: 
other work by the same author, and many ather Sar inchidina roe (2005) aaa Bhatia (2007) there are many functions that ought to be performed in a designated fu 
tional department (personnel department). However, as shall be ebsseved later es functions are not by themselves necessarily different from those under a human eaves management conceptual framework (Storey 1989; Armstrong 1995; Guest 2001). 

The personnel functions are summarised and explained below as follows. 

e Establishment of the organisational structure 

This involves establishing the organisation structure in a way that will enable the reali- 

sation of the intended mission, vision, goals, objectives, strategies and tasks. It is like an 

African saying that ‘you scratch your back where your hand can reach’. No single or- 

ganisational structure can suit all organisations because the suitability of an organisa- 

tional structure will depend on where the organisation is, and what its future prospects 

are. If the mission of the organisation involves rapid growth and expansion, a tall bu- 

reaucratic structure may not be desirable because such a structure slows the decision 

making process, which in turn, stifles flexibility, creativity and innovation. A personnel 

officer who is fundamentally responsible for effective manning levels in the organisa- 

tion has the mandate to become part of the organisational structure design team. 

e Human resourcing 

Resourcing is a concept that has emerged with the use of the term ‘human resource 

planning’ as we shall:see later. It involves a process of enabling the organisation to have 

the right people, doing the right jobs at the right time. This is in line with the challenges 
facing managers in staffing organisations. It is about planning for the number and qual- 

ity of employees required under different job categories and to make sure that staffing 

process such as recruitment, selection, placement, promotions, transfers and downsizing 

are effective. 

e Managing performance appraisal 

The personnel department has to initiate the system, process, techniques and tools of 

individual, teams and organisational performance measurement. It has to ensure that 

performance targets for individuals, teams, sections and departments are set and agreed 
upon and measures to address performance gaps are in place and are working. This is 
not an easy task because it requires a value judgement about employees. Indeed, there 

are no other areas of personnel management that make personnel officers more uncom- 

fortable and unpopular than the appraisal function. This is because whatever process or 

tool is used to appraise staff and reward them accordingly, there is always tacit or ex- 

plicit dissatisfaction from staff based on the feelings that such decisions were biased. 

Progress has been made towards improving staff appraisal systems, which will be cov- 

ered later under performance management. 

e Personnel training and development 

Since the performance of the organisation depends on the competence of the workforce, 

training and development are important, not only for the present job but also for the 

future job and organisation. The head of the personnel department has to design tools 

for assessing the need for training that will be used to identify training and development 

gaps and develop effective strategies and programmes for training and developing staff. 

In most large organisations and more so in government ministries, there are departments 
and officers responsible for ensuring that personnel training and development functions 

are carried out effectively. 

e Compensation/Rewards management 
The words ‘compensation’ and ‘reward’ are often used interchangeably in contemporary 

personnel management. Although in principle, the two concepts may mean the same 

thing, they have different philosophical roots. Whereas the former is based on the inter- 

pretation that work is not necessarily a good thing and hence those who work lose
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something which should be compensated, the later considers work positive and some- 

thing which has to be rewarded depending on the quantity and quality of accomplish- 

ment. Therefore, employees need different types of compensations or rewards for the 
effort they expend on the job and enable the organisation function. It is the duty of the 
human resource department through the responsible officers to evaluate different types 
and levels of jobs in order to develop appropriate compensations or rewards in terms of 
pay and other incentive packages. 

¢ Personnel relations 

Relationships between an employer and employee and among employees in the work- 
place need to be nurtured to avoid conflicts and disputes which will ultimately lead to 
unproductive behaviour. The personnel department is well placed for this job as it has 
staff trained in people management particularly in industrial legislation, labour laws and 
conflict management. Some industrial organisations employ lawyers as industrial rela- 
tions officers, but qualified personnel officers should be able to perform this role. How- 
ever, other experts such as lawyers and professional counsellors may be consulted 
where necessary. 

¢ Other routine personnel administration functions 
There are a myriad of other personnel functions, which are basically routine work and constitute day-to-day administrative activities performed by personnel officers depend- ing on the size and scope of the organisation. These functions include but not limited to, health, transport, security and safety, pensions, deaths, and personnel information sys- tem. 

Change to human resource management 
From the late 1970s and early 80s we witnessed many developments and challenges which disturbed the stability of economic, political, technological and academic envi- ronment experienced in the 1960s. These challenges have had enormous impacts on people management in organisations perhaps more than at any time in human history. 

¢ Shift in global macro policy framework 
The late 1970s and early 80s was an era of neo liberalism in which market forces were a driver of institutional frameworks of nation states and organisations. This was a period 
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taining organisations in the market became a challenge. Failure to respond to these chal- 
lenges through proper personnel management strategies was seen as a slippery slope 
towards the collapse of companies that had long historical roots of successful business. 

e Business competition 
The 1980s and early 90s witnessed an uncertain, chaotic and often turbulent business 
environment. Increased competition from Japan, and other international companies with 
cheaper but high quality goods was a challenge to American and European organisa- 
tions. In reaction to the new competition and as a strategy for coping with the crisis, a 
substantial number of organisations experienced takeovers, mergers, and business clo- 
sures. These were also accompanied by heavy losses of work, working on part time, the 
need for individuals to become multi skilled, and the contracting out of some work. 
Partly as a way of addressing these challenges the role of the personnel specialist had to 
change from reactive to proactive and from routine to strategic approach to the man- 
agement of personnel functions so as to be able to match the unpredictable environment. 

e Change in customer needs and expectations 
A change in customer taste, fashion and quality of goods to reflect their purchase price 
put more pressure on the organisations to get the best out of their production systems, 
processes, and employees. This could only be achieved by getting the best people from 
the labour market, develop, reward, and ensure that they are committed to high quality 
service to the organisation. In order to achieve these objectives, an enabling environ- 
ment for employee creativity and innovation became a necessity. This new demand had 
an impact on recruitment and selection criteria, staff development and reward systems 
as well as the roles of personnel specialists vis-a-vis line managers in personnel man- 
agement functions. The role of personnel had to change from that of a doer of personnel 
functions to that of partner in providing support services to other departments to per- 
form personnel functions. 

e Technological change 

Competition was also intensified by the organisations that could adopt and adapt flexi- 
ble specialisation technologies to meet customer needs and expectations. The implica- 
tions were that organisations had fewer, but better trained people, flexible to cope with 
rapid technological changes. Continuous learning and adaptation based on teams be- 
came a natural area of focus on people management. Information technology destroyed 
knowledge monopoly. The power of knowledge became how best to use it, rather than 
who owns it. 

> Change of philosophy of employee relations 
The power of employees was through legislated trade unions where thousands of em- 
ployees under the industrial production system held power. Therefore, the power of in- 
dividual employees in the employment relationship was vested in a collective solidarity. 
Mass redundancies, less protective role of the state as well as the declining role of trade 
unions made life more individualistic than collective. The change of employee relations 
from collectivism to individualism was an automatic consequence of the above changes. 
Employment relations became more based on arrangements and agreements between the 
employee and employer as opposed to the use of trade unions and labour legislation. 

* Developments in the academia 
Building on the knowledge accumulated in previous decades and research that was be- 
ing conducted particularly in the 1980s and early 1990s, it appeared that organisational
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will always matter in human resource management and the starting point of this is during recruitment, where an organisation should get the right staff right away. 4. Creativity and innovation. This is a critical factor, which distinguishes one organisa- tion from another in terms of how they respond to the environment. Employees have to be able to come up with new ideas and put them into practice in order to exploit business opportunities, 

pointing to different directions. As a result, human resource philosophies and objectives are anchored on these schools of thought (Storey 1989; Guest 2001). 

Human resource management philosophies and objectives 
Philosophies of human resource management 

The Harvard and British human Tesource management schools and the two definitions ited from John Storey and Michael Armstrong and others (Terrington & Hall 1991; 
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Fifth is employee commitment. Organisational success comes from the employees’ 
total commitment to the organisational mission, goals, objectives, and values. Employ- 
ees’ understanding of the future of the organisation and their own future in the organisa- 
tion triggers commitment and hence sustained productivity. It is the task of the man- 
agement to induce and encourage that commitment, 

Sixth is also based on employees’ commitment, Building a strong organisational cul- 
ture gives managers an advantage in stimulating employees’ commitment, Effective 
communication, training, coaching, mentoring and performance management processes 
are effective tools for building a strong corporate culture. 

These philosophies have been accused of being insensitive to the human face of 
working relationships because they are, in many ways, about tightening the nuts and 
bolts in every aspect of employment. As a strategy to reduce what seemed to be extreme 
hard-nosed human resource management philosophies and practices (that is employers 
were becoming too selfish, individualistic and greedy — trying to maximise whatever 
possible benefits at the expense of employees), the focus in the 1990s changed some- 
what. The direction changed more towards team working, employee empowerment: 
organisational learning and competence based human resource management. Human 
resource management debates of the 1990s and 2000s became focused on trying to un- 
derstand these new concepts and how useful they are in improving human resource 
management functions in modern organisations. Other areas are the internationalisation 
of human resource management and the impact of globalisation in human resource 
management, particularly in the developing world. 

Objectives of human resource management 
The objectives of human resource management are derived from the philosophies which 
tic the emergence and development of human resource management together, both as a 
discipline and profession (Beer & Spector 1985; Cuming 1985; Armstrong; 1995; Dess- 
ler 2005). 

First, the whole aim was on trying to achieve an organisational mission, vision, goals 
and objectives using people as valuable resources. Unlike with the traditional personnel 
management theory whereby employees were seen as instruments needed to accomplish 
work in organisations, human resource management managers recognise and appreciate 
the need for putting people at the top of the agenda in achieving organisational objec- 
tives. As the power of the organisation depends on the nature of the workforce, putting 
employees first in all human resource management functions in the organisation and 
making them feel that they are at the top is seen as a step further in putting the organisa- 
tion first among competitors. 

The second objective concerns the utilisation of staff capacity. Successful organisa- 
Hons are those that can fully utilise the potential of their employees. This manifests it- 
self in different approaches used in job design, recruitment, and placement. This in- 
cludes redesigning jobs so that related jobs can be done by one person, recruitment of 
multi-skilled employees, part time work arrangements, sub-contracting etc. , 

The third objective involves ensuring that employees are committed to their jobs, 
teams, departments and the entire organisation. Striving for total employee commitment 
is intended to minimise unnecessary conflicts between the employees and the manage- 
ment that could result in low morale among the employees, high employee turnover and 
ultimately low productivity. Commitment is fostered by using various strategies includ-



16 

ing employees being nurtured through coaching, mentoring and the provision of lucra- 
tive reward. 

The fourth objective is to ensure that organisational systems, processes and activities 
are integrated and synergised through a strong organisational culture. Organisational culture is made up of values, attitudes, norms, myths and practices that is ‘how things are done around’. Different categories of jobs, professions and departments are seen as a ‘whole’ rather than disjointed. Organisational symbols, songs, artefacts etc. are used to foster a culture of uniqueness, which makes employees feel proud of their jobs and the organisation. 

The fifth is optimal utilisation of available resources. In the language of economics, resources are always scarce. Organisations cannot succeed if resources (employees, fi- nance, machinery and equipment, energy) are over utilised, underutilised or are utilised at the wrong time or in the wrong place. Each of these scenarios would suggest that there is a waste of resources because some will be easily depleted, unnecessarily leaving them idle or are being used unwisely. In this case, matching resources with performance is a mechanism for monitoring organisational efficiency. Quite often time/activity/out- come and budget schedules are used to match resources with performance. Any observ- ed underutilisation or over utilisation of resources has implications in terms of how the human Tesources were used and measures are taken accordingly. The sixth reason for embracing human resource management practices is derived 

their totality. Working together instead of as an individual is a method for improving synergy at all levels. Departmental outdoor training programmes are some of the initia- tives used to improve synergy at functional level, / The last but one objective covers the utilities of creativity, innovation, teamwork and high quality Management as key drivers in organisational excellence. Matching with changing customer needs and expectations requires the presence of an environment for creativity, innovation, team working and an obsession with quality. These ideas are largely borrowed from Tom Peters and Robert Waterman on 
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Sharing human resource management functions 
The traditional personnel management practice housed personnel functions in the de- partment responsible for personnel due to the dominance of functional specialisation by the departments. Under functional specialisation, managers who were not directly in- volved in the production line were considered staff managers and their functions were categorised as ‘staff functions’. Today, the distinction between line and staff managers seems to be overtaken by events in modern organisations because the concept was based on the assumption that functional specialisation was the best way to manage tasks; this is no longer the emphasis in some organisations today. However, the concept is still in use in some organisations, perhaps because old habits die hard and there is an inability among organisations to develop and manage a sufficiently multi-skilled workforce. 
Therefore, the use of the concept of line manager here is consistent with current think- 
ing in our organisations. Human resource philosophies and objectives have also implied that human resource management functions can no longer be centralised in any one de- partment. They have to be decentralised to various functional departments under line managers without avoiding duties and responsibilities at the human resource department 
level. In this case, some of the roles of line managers include the following. 

Employee resourcing 
Line managers are responsible for developing operational and annual action plans and 
budgets for their departments. Such plans have human resource management implica- 
tons in terms of their number and quality of which the line manager should be aware 
and actively participate in ensuring that the departmental objectives are achieved 
through people. It is the responsibility of the line manager to make sure that job analysis 
is effectively done, job descriptions and specifications are clear enough to be able to 
attract, recruit and select the most appropriate people to fill the available vacancies. 

Employee utilisation 

Effective employee utilisation is critical, not only for the good of the organisation but 
also for the good of individual employees and their teams. Underutilised staff is a lost 
resource to the organisation in terms of opportunity cost because even if the employee 
has enough work to earn a salary, the added marginal labour value will not be realised. 
The employee will also not have the advantage of utilising his/her full potential and get 
extra rewards. However, over utilisation of staff will lead to stress, fatigue, and other 
health problems or even the risk of loss of life. It is the duty of the line manager to put 
in place job strategies, objectives and targets, which are challenging enough, but not 
overstretching the staff ability. 

Performance and reward management 
This involves setting performance criteria, assessing performance and rewarding ac- 
cordingly. Without performance assessment, it will be difficult to know whether the 
department is achieving its objectives or not and to what extent. It is the responsibility 
ofa line manager to sit with employees and sign a performance agreement, which will 
be used as the basis of individual performance appraisal. The contract itself can be per- 
manent, temporary, part time, but in a performance management system, the rewards are 
based on performance. This can be in the form of salary increment, renewal of contract, 
bonus, promotion, training etc.
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Training and development 
Common wisdom tells us that the owner of the household knows better than the neigh- bour. Line managers are involved in day-to-day operations of the department. They are expected to know both general and specific knowledge, skills and attitudes required to effectively perform specific tasks by individuals, teams, and the whole department. They are also expected to know the kind of competencies that will be required in the future and help staff develop such competencies through career development pro- grammes. 

Handling of other human resource management functions 
Other human Tesource management functions may be routine or occasional and would be part of the jobs of the head of department. These would include coordination, build- ing a departmental team spirit and culture of performance, staff promotions transfer. leave, managing disputes, taking disciplinary measures and layoffs. ji ' The emphasis that line managers should be responsible and accountable for human resource management in their respective departments does not deny the human resource department its central role in ensuring’ that strategic objectives of the organisation are achieved through effective people management. Also acknowledged by “Torin ton & Hall (2005), in working hand in hand with line managers, human resource eee play other important roles, which are not in confli i i 
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¢ Formulation of human resource strategies 
moe managers play a pivotal tole in developing human resource strategy hae that fit the organisational and business strategy. This area is explored at St in chapter 2. The strategy will form the framework for different human resource Papai (which is also being covered in chapter 3) for use by other managers. The roles ornuman resource managers are as explained below. 
¢ Provision of guidance to other managers 
sea Tesource manager as an expert is expected to provide guidance to other gers and Staff on the interpretation of personnel strategies and policies in various areas which include human resource implications of organisational and business strate- gies, human Tesourcing, staff training and development, disputes and grievance h . dling, employment legislations, health and safety, layoffs etc. — 
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sation. It is the role of the human resource manager to ensure that there is no abuse of 
power and employees are empowered to make the right decisions on the shop floor in 
order to create an enabling environment for creativity and innovation. 

e Support services to other departments 

The human resource department is a place where professionalism in people manage- 

ment is found, thus it should be well prepared and ready to provide support services to 
other departments as may be required. Some areas include, the design of different in- 

struments for transacting human resources, designing and putting in place the appropri- 
ate organisational structure and jobs for each functional area, recruitment and selection, 

performance management system, training needs assessment, training and development, 

and employees services including pension, leave, transport, retirement, retrenchment 

and burial. 

Human resource management critiques 

Human resource management has become so well established that if you talk about per- 

sonnel management it seems old fashioned. Yet, there are limitations, which have also 

riggered questions as to whether the whole debate is not more of an academic pastime 

ather than utility in practice (Storey 1989; Legge 1992; Schuler 2000). Some of the 

criticisms are presented below. 

    

Ensuring strategic fit 

Knowledge and skills of linking human resource strategy with business strategy are tak- 

en for granted. This task is housed in the human resource department whose staff is not 
necessarily trained in strategic business management. This casts doubts on the ability to 

ablish that link. 

    

Human resource managers may not be perceived as business partners 

The doctrine that human resource managers should be seen by fellow managers as part- 
ners in business may be wishful thinking rather than what actually happens in practice. 

According to Schuler (2000), in reality, human resource managers are treated by other 

managers as a ‘second class citizen’, whose role is more of a supplier of personnel. 

Conflict of roles 

The assumption that a human resource manager takes the role of a partner in business 

implies that he/she should be on the side of the management and hence employees 

should represent themselves. This scenario increases employees’ feeling of isolation and 

neglect, which can give rise to conflicts and disputes. 

Role ambiguity 

The assumption that the human resource manager should be a generalist and at the same 
time be able to handle specific human resource functions, leaves much to be desired 

with regards to the type of training suitable and efficient in human resource functions. 

Subjectivity 

The use of other strategies like teamwork, 360 degrees appraisal, and performance 

based pay increase the use of subjective value judgement about individuals which may
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de-motivate some employees and trigger counter disruptive behaviours including rent seeking or ‘just please the boss’ attitude. 

Eight years earlier, Legge (1992) had gone further in criticising the relevance of human pelea ins sie: theories to the level of almost throwing the whole philosophy out of the window. To him, human resource Management poses ambiguities and contradic- 

ment (HRM). 
- 
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Shift to strategic human resource management 

From the 2000s we witnessed a continuous exploration of the founding concepts of hu- 
man resource management, particularly the focus on ‘strategic fit’ and ‘strategic integra- 
tion’ in the search for organisational excellence. At least in theory rather than perhaps in 
practice, strategic human resource management focuses more on the relationship of hu- 
man resource management with the strategic management of the organisation as op- 
posed to what happens in a human resource department. It embraces management 
aspects beyond the normal human resource management functions and roles to take on 
board all macro concerns and strategies for organisational excellence such as quality 
management, organisational commitment, managing culture, organisational change and 
development (Agarwala 2009). In essence, strategic human resource management is a 
more proactive aspect of human resource management. More discussions will be cov- 
ered in chapter 2, which is devoted to dealing with strategic human resource manage- 
ment. 

Experiences from the third world countries 

It is common knowledge that with globalisation and the knowledge based economy, it is 
difficult to say with certainty the extent to which the concepts, theories, principles and 
practices learned in scholarly human resource management are applicable in the third 
world environment for the following reasons: 

First, the concept of ‘third world’ or developing country is becoming more and more 
urelevant because countries are not homogenous and are therefore difficult to compare. 
For example, Sri Lanka and Botswana are classified as third world countries but Bot- 
swana may have more characteristics featuring in a European or American environment 
and hence create a better environment for the adoption of more advanced aspects of 
human resource management than Sri Lanka or than even in a medium sized company 
in Canada. 

Second, organisations in the third world countries are not homogenous either. A pub- 
lic enterprise, government department or agency will by definition have common fea- 
tures of a bureaucratic system where a purely private company will be able to learn fast- 
er and adapt to the emerging challenges in human resource management and hence 
adopting more proactive measures as would any other organisation in a more developed 
country. In extreme cases, there are organisations operating in developing countries that 
are indeed branches of multinational corporations and have adapted very advanced 

forms of human resource management comparable to other branches worldwide. There- 

fore, the fundamentals of human resource management remain intact. Such examples in 
Tanzania are Heidelberg Cement Company Ltd, Tanzania Breweries Ltd, Tanzania Leaf 
Tobacco Limited and Price WaterhouseCoopers. 

Third, some concepts in human resource management may be more theoretical than 

practical and may only be useful for academic purposes. Therefore, they may not even 

be applicable in some big organisations in Japan, China or Australia. Such cases will be 
similar to the subject of debate on the differences between personnel and human re- 
source management or on whether employees are a capital or a resource. Therefore, the 

main point of discussion will be the way context specific factors influence human re- 
source management in third world countries.



In this regard, there is abundant literature which has confirmed the common knowledge that there is no theory, policy, or management style which may sufficiently guarantee success in people (Adesky 1998; Shivani 2002; Akosa-Saprong 2008). In fact, the idea of being right or wrong in theory or management practice is contentious because there is no universal truth on the best way to achieve results through people. Despite the limita- tons, it is also well established that the cultural environment which promotes thrifti- ness, industriousness, discipline, education, harmony, respect for elders, and collective solidarity creates a good environment for the management of human resource functions. 

examined the Eurocentric assumptions about management and the cultural working en- vironment in organisations in Africa and concluded as follows. The first Eurocentric assumption is that government and private sector institutions in Africa, like those in Europe or America, can be effectively managed with minimum influence from the external relationships such as family, friends, and political affiliation This is misleading. African culture promotes family values, patronage and has serious implications on decision-making, choice of management strategy and implementation, For example, in Eritrea, politicisation of the civil service has negatively affected deai- sions taken by civil servants (Tessema & Soetérs 2008). Even regarding the manage- ment of private organisations, the separation of business and family life has been ven 2007) extremely difficult and has negatively affected business performance (Arthur 

vidual interests. In Malawi there is a saying that: Ubuntu ungamtu mgambunye abantu! Which means: You do not live for yourself; you live for others (Afro-centric Alliance 2001). Collectivism could be strength if People work together and realise a common vision as it is commonly experienced in East Asian countries, However, in Malawi, hich performers were ridiculed by colleagues, while it has helped China to be a super power. 
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management is culture (Hofstede 1980). Resultantly, as a general rule, human resource 
management principles are modified to suit local conditions or in some extreme cases 
some organisations are trapped in a personnel administration era. 

Review questions 

1. Distinguish Human Resource Management from Personnel Management. To 
what extent are the differences practical? 

2. Identify and examine key contributions to the development of human resource 
management. 

3. By using specific examples, discuss the relevance of human resource 
management functions in the situation of a developing country. 
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Long queues in CRDB Bank Ltd, Morogoro 

  

   
Strategic human resource management 

Introduction 

In chapter | it was noted that modem organisations operate in a very competitive envi- 
ronment. The organisations compete for the best human resources, capital, technology, 
market share etc. This competition is characterised by a continuous change in customer 
tastes, fashions and needs. In order to cope with such changes and with the struggle to 
win customers, managers need highly flexible but robust human resource management 
strategies so that they can pursue, gain and sustain the existing and emerging competi- 
tive advantage. yi 

Strategic Human Resource Management (SHRM) is necessary for all types of or- 
ganisations, that is, public or private, local or foreign, small, medium or large. The only 
difference lies in the nature and scope of such strategies. In Tanzania for example, we 
have experienced the development of strategic plans as part of on-going public sector 
reforms. These plans take human resource management more seriously than has been 
the case in the past. Most recently, the government has developed potentials for using 
excellence models from businesses to guide public service delivery. Such models rely 
heavily on strategic plans. The idea is to inculcate and nurture a culture of excellence in 
public service delivery through better human resource management. This forms part of 
the drive to value citizens as customers who demand business like attitudes and services 
from civil servants. It departs from the tradition in which civil servants were seen as 
‘rulers’ and citizens as ‘the ruled’. This departure is explicitly required in human re- 
source strategies in order to create an environment where employees can be fully com- 
mitted. The private sector has an even greater need for human resource strategies be- 
cause, as observed earlier, they make a difference in securing a competitive advantage. 
This chapter intends to highlight the key issues in strategic human resource management 
and the role of strategic human resource management in business and organisational 
strategies.
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strategic component of the organisation, thus strategic human resource management is 

about the methods of aligning the management of human resource with the strategic 
content of the business. 

The general understanding derived from this definition is that staffing functions (re- 
cruitment, selection, placement, appraisal, rewards etc), which are used as a means of 

managing people should be directly linked to the strategic choice of the organisation. 

Such choice could be growth, survival, merger, closures, diversification etc. Bhatia 

-(2007: xiii) supports the same conceptualisation of linking organisational strategy with 

people management by defining SHRM as: 

The overall direction the organisation wishes to pursue in order to achieve its goal through 
people as a strategic resource for the achievement of competitive advantage. 

From this perspective, the goal is to generate strategic capability by ensuring that the 

organisation has talented, skilled, committed, and well-motivated staff. 

From the above definitions and scope of strategic human resource management, it is 
tempting to suggest that as much as it is not possible to come up with a comprehensive 

definition of strategic human resource management that will not be too wordy and con- 

fusing, or too short to give a clear picture of the strategic issues involved, human re- 
source management could also be defined as the process of managing the workforce 
such that the organisation achieves a sustained competitive advantage over others. Here, 
market forces are the drivers for strategic decision-making processes and implementa- 

tion of staffing functions. In this case, strategic human resource management is both a 

proactive and reactive management process that transcends organisational life span. 

Rationale of strategic human resource management 

Literature on the development of traditional human resource management for the past 
thirty years and more has been on the emphasis for a complete shift from traditional 

human resource management to strategic human resource management. The arguments 

fit into a widely accepted reason for accepting strategic human resource management as 

a way forward for corporate excellence (Storey 1989; Quinn 1991; Stewart 2008; In- 

yang 2010). The main contributions come from debates developed during the moulding 

of British and American models of human resource management. Therefore, according 

to these debates, the rationale for SHRM is summarised as follows: 

It is an integral part of business strategy 
Business strategy is a plan that indicates the direction of the organisation. It brings the 
organisational vision, mission, policies, goals and objectives together. It can be at the 

level of the organisation, department or business unit. It is developed based on the 
knowledge of the organisational environment including strengths, weaknesses, opportu- 

nities and threats. Since the organisation will have different strategies including, techno- 

logical, capital, energy, marketing, finance etc, human resource strategy is one among 

many strategies but is more important than others because of its human nature. 

The link between business strategy and HRM 
Any business strategy will have human resource implications which include number, 
qualifications, working hours, training, pay, conditions of work etc. If, for example, one 

of the business strategies is to change the line of business after 5 years, then the neces-
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= changes have to be planned as part of human resource strategies including training. layoffs in time, sub-contracting some Jobs etc. as the need arises, 
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and sustaining a competitive advantage. Human strategies like production, financial, 
marketing and others should be integrated with business strategy in order to establish 
operational linkages. Although strategic integration between business strategy and hu- 
man resource strategy is desirable, it has not been an easy task. Indeed, American and 
British firms have experienced disjointed and at many times side-lined human resource 
strategies in the overall organisational management process (Storey 1992 in Harrison 
1993). In assessing the utility of strategic fit to the performance of the organisation and 
the overall improvement of human resource management functions, Green ef al. (2006) 
concludes that the organisations that vertically aligns and horizontally integrates human 
resource functions and practices, perform better and produce more committed and satis- 
fied staff than is the case with the organisations which do the opposite. Vertical align- 
ment refers to the alignment of human resource practices to the organisational context in 
order to support specific organisational objectives. Characteristics of vertical alignment 
include: 

¢ The top management incorporating human resource plans, requirements and 
activities during the establishment of the organisation’s direction, 

e Top level managers bejng trained to integrate all levels of the organisation’s 
management hierarchy and functional departments into the organisation decision 
making process and 

« The human resource department being fully integrated into the strategic planning 
process. 

Horizontal integration is the degree to which specific human resource practices are or- 
chestrated in a coherent and consistent manner to support one another in the best way 
possible and to integrate with other departments. The following are the characteristics of 
horizontal integration. a AA 

The human resource department works hard to maintain corporate partnership with 

individual managers, 

e The human resource department regularly checks with other departments to identify 

organisational training needs and 

e The human resource department supports departmental managers in carrying out 

critical human resource management functions as part of their core functions and 
activities. 

Therefore, the corporate strategy should set the agenda for human resource strategy in 

the following key areas: 

Mission . 

This concerns setting the future of the organisation. What will the organisation be like, 

serving which purposes and to what extent? This will provide some indicators on the 
guantity and guality of staff that will be reguired to effectively transform the function- 
ing of the organisation to that level. This will form the basis of the human resource mis- 

sion. 

Organisational culture : ; . 

Organisational culture could mean different things to different people because it de- 

pends on individual interpretation. We do not see the world around us in the same way 

and hence our interpretations of reality are different. An organisation’s culture develops 

itself over a long time. Handy (1993) describes an organisation culture as deep seated
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beliefs, values, norms, attitudes about the way work should be organised, authority ex- 
ercised, people be managed, degree of informalisation, obedience by subordinates, 
punctuality, adherence to rules and regulations etc. This framework is useful guidance 
in the process of developing human resource policies, regulations, and procedures in 
order to avoid possible contradictions between the established organisational culture and 
people management at lower levels. 

Human resourcing 
The process of human resource acquisition will depend on business strategy. For exam- 
ple, if new production lines are to be installed in three years’ time, there is no doubt that 
new skills will be required. Plans have to be made including training and recruitment so 
that there are qualified staff of the right size to manage the new production line. The 
same will apply to service provision whether in the private or public sector organisa- 
tions. 

Commitment 
As we noted in the first chapter, commitment to the organisation cannot start at the bot- tom of the ladder. Employees have to see, feel, and believe that the top management is committed to making the organisation the best place for them to work. Business strate- 
gies have to indicate that top management commitment in order to create enabling envi- ronment for human resource management strategies. 

Productivity 

Productivity is an indicator of how best resources are utilised in the organisation. Busi- ness strategy has to set out performance targets, standards and measurements. This will form the basis for developing strategies for acquiring the right skills, numbers and per- formance management as well as reward systems, 

Employee relations 
The relationship between the employee and the management as well as the relationships between employees themselves also depends on business strategy. For example, if a business’s future is not promising, it will certainly affect working relationships. Strate- gies have to be developed in order to avoid grievance and disputes that could become very costly to the organisation. Such strategies could include work- ments, introducing work shifts, voluntary retirement, part time job ai similar action. 
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competitive advantage are based on the ‘resource based theory’. This lack of clarity has 
led to a model that tries to capture important attributes of strategic human resource 
management model as depicted in Figure 2.1. The figure displays ten main tenets of 
strategic human resource management which characterise the philosophical nature of 
strategic people management and what managers and employees ought to put in place 
and do in order to excel in a competitive business environment. The description for each 
tenet is provided below. 

Figure 2.1 Strategic human resource management model 
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Making strategic value choices 
Although the model suggests ten strategic variables of human resource management that 
have to be embodied in systems, practices and competencies in order to guide employ- 
ees as individuals and teams to higher level performance, managers have to focus on the 

most valuable aspects, depending on the organisational strategy. For example, an or- 
ganisation that emphasises creativity and innovation will choose and reward employee 

behaviour that demonstrates risk taking initiatives. That is to say, each of the nine con- 

stituents of the model will have different aspects to deal with but managers will have to 
make decisions and choose systems, processes, programmes or activities with the most 
strategic value for the individuals, teams and the organisation. 

Strategic integration . : 
Since HRM is related to other organisational strategies, integration is not only desirable 

but also necessary to ensure that human resource management decisions are not made 
for their own sake. HRM policies and procedures need to be linked with an organisa- 
tion‘s strategy, its objectives and its activities so that performance can be judged in 
terms of the degree of strategic fit between business strategies and human resource 
strategies. 

Employees as most valuable . . . 

No organisation can excel without having the right human resources. Experience sug- 

gests that human resources are a key factor in attaining a competitive advantage. It



34 

needs to be developed through nurturing, coaching, training, respect and love, care, and encouragement, which are key components of motivation packages. The ‘degree to which the emphasis on staff development of both current and future performance re- quirements is taken into account depends on the position of the organisation in its life cycle. The premise that human resources are the most valuable of all resources also pre- supposes that human resource functions cannot be left to personnel departments diene There is need to place this function to all functional departments with the human ie ee manager remaining a team leader. Optimal utilisation of this asset requires that here should be deployment of right numbers and skills at the right place at the right time. The old tradition where departmental managers struggled to build their own ae pires by recruiting and retain ng staff no longer h Sway in strategic human resource 
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organisation’s vision, mission statement, core values, policies, objectives and activities 
are essential. 

Frequent meetings with the top management, departmental and team meetings pre- 
sent the best opportunities for effective communication. Other channels include close 

interaction between staff and supervisors, billboards, brochures and instruction manuals. 

Informal communication is very useful in disseminating information if the danger of 
rumours and gossip is to be contained. 

Decentralisation for empowerment 

Strategic human resource management calls for a decentralisation of decision making 

and problem solving at the lowest levels possible in the organisational hierarchy. That 

is, allow decisions to be made at the very source of activity. Operational staff and teams 

are the public face of the organisation. Therefore they need power, authority, and moti- 

vation to take the right decisions at that level. Organisations with a human resource 
management culture cannot afford to embarrass themselves in front of a valued cus- 

tomer by failing to conclude business deals simply because a particular manager has to 

make a minor, unnecessary routine decision. 

Flexibility and adaptation 

The nature of today’s business’ success lies in the ability to promptly respond to the 

unpredictable and fast changing environment. Flexible but robust rules and regulations, 
flatter organisation structures, preference for a multi-skilled workforce, and use of con- 
vertible production technologies are some of the strategies used to improve an organisa- 

tion’s ability to cope with environmental pressure. 

Creativity and innovation 

SHRM calls for the management and employees to work together and come up with 

new ideas that can be put into practice so that new business opportunities can be cre- 
ated. With regards to employees’ management, creativity and innovation are required in 
areas such as pay schemes that are internally fair and externally competitive, job en- 

richment, enlargement, leadership, team building, retraining, and better employment 

arrangements. 

Obsession with quality 
In the language of total quality management, the customer is always right and quality is 

seen in the eyes of customers. In order to produce the best quality goods and provide the 

best quality services as perceived by the customer when compared to other producers or 

suppliers, the organisation need staff orientated towards, and a motivation for excel- 

lence in quality products and services. Careful recruitment and selection of staff, appro- 

priate training and development programmes, use of quality circles, and performance 

management systems that reward employees according to contribution are some of the 

strategies used to build and sustain a culture of quality. 

The oval shaped pictorial view of the model and the interaction between variables 

emphasise the fluidity, complexity and dynamic nature of the SHRM model. For exam- 

ple, effective communication will have a symbiotic multiplier effect on decentralisation, 

employee commitment, creativity, integration etc. To use the language of cybernetics, 

the ‘whole’ is greater than the ‘sum’ of the variables. At the centre of the model, we 

have organisational ability to implement each of the requisite strategies. This puts em-
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ce SHRM in all 

h hi 
that be d trodi 

ganisations 
and making it work all de t pends on the nature of th isati i When selling an idea for introducing strategi Sha aim s Sinead on 

note that if the management and staff do not see ‘business as usual ae 

the change. and older traditional human 
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positions. Mobilisation and a ‘coalition of the willing’ are inevitable. This is where net- 
working and lobbying skills are needed most. Before moving to real implementation, it 

is important that the focus of SHRM is kept clear and one can see the way it ought to 
work. 

The implementation of SHRM should be conducted cautiously and in a systematic 
manner. It should not be seen as a project with a limited life span. The impression has to 

be made from the outset that SHRM is designed to be a way of doing things over the 
course of an organisation’s lifetime. Like any other organisational change, preparation 

has to be made. These include: 

e SHRM manual for guiding the process and referencing sources. 

e Companywide sensitisation programmes. 

e Mobilisation of resources. 

e Time/activity/output schedule. 
e Making the key drivers, particularly the senior executives ready. 

e Allowing the chief executive to jump start the process to give it momentum. 

Keeping a close eye on the implementation process is as important as the preparation 

itself. This is the task of the human resource director or manager as a leader of SHRM 

in the organisation. The objective of monitoring is to keep the process on track by tak- 

ing the right measures including training, coaching, encouragement, continuous com- 

munication and mobilisation of more resources. Evaluation of the SHRM may be done 

at any time when it is felt that results should have been realised. Usually, the results can 

be seen between one and three years later, depending on the nature of the organisation 

and the objectives of the SHRM. In many cases, an external consultant is hired to do the 

job in the hope that he/she will be fair and objective. Whatever the outcomes of the 
evaluation, efforts are made to reinforce the strengths and overcome limitations by turn- 

ing them into opportunities. 

SHRM in the third world countries 

The assessment of strategic human resource management in the third world countries 

fundamentally questions the application of Western management theories in the context 

of third world countries. If we have the courage to say that they (Western management 

theories) are not relevant, are we suggesting that we have different theories? Or we do 

not have any? Then how do we manage? Is the managing of affairs in this context effec- 

tive? There are no clear answers to these questions as third world countries are not ho- 

mogenous either. The degree of relevance SHRM has in these countries depends on the 

factors indicated below. 

Environmental factors 

e Economy - the status of poverty : 

SHRM requires the support of the countrywide economic environment. Poor countries 

particularly those in Sub Saharan Africa are preoccupied with problems of hunger, gen- 

eral diseases, HIV AIDS pandemic, water shortages and other basic needs. This situa- 

tion even affects strategic management in most organisations because senior managers 

who are expected to be drivers are also part of the wider system trying to make ends 

meet.












































































































































































































