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HUMAN RESOURCE MANAGEMENT
— THE EVOLUTION OF THE CONCEPTION

The article presents the development of human resomanagement (HRM) concep-
tion. During last thirty years the field developesty dynamically. The conceptual founda-
tions of the issue were extended and this domairt & have significant influence on re-
search activities in HR and related managementplises.

The purpose of this paper is to review approachiRM, including HRM definitions,
comparative HRM, strategic HRM and international HRMtakes into consideration the
managing people within new ventures and transitimmumstances.

1. INTRODUCTION

Deep transformations in many areas of the activiitgnterprises are changing the cur-
rent ways of perceiving canons and principles. Awemdating to requirements of the
information and knowledge era is a dilemma of theamity of enterprises. The economy
based on the knowledge is indicating the new siiaglee development of both organiza-
tions and society. In categories of the most sicauift resource knowledge is a leading
one, with creating which the human is inseparabhynected.

The recognition of the human as the strategic mesoaf contemporary organizations
brought a lot of changes in ways of managing thEnese changes are observed in many
areas: production, technical, financial, marketimgy, first of all personal. In these organi-
zations an approach towards workers is changingy Hne treated as the most valuable
resource of the organization. Surviving and develept of the organization increasingly
depend on experience, as well as motivation of eixwkTherefore, more and more com-
panies are recognizing the importance of manadieg thuman resources in the most
effective way. However, the global context of humasource management (HRM) has to
be recognized and incorporated.

As the environment becomes more global, managinglpealso becomes more chal-
lenging, more unpredictable and uncertain. Humaouee management (HRM) is the
rapid appreciation for and development of all atpe€ global and international activities
as well as issues associated with and affected”Rivi H

Academics and practitioners are working on undaditey and advancing the know-
ledge of issues in and activities associated wiimaging human resources within a glob-
al perspective. At the same time, they are alsating the basics of HRM with the envi-
ronment of the company. Within the global contawtp of areas of human resources
managing have evolved: comparative HRM and intewnat HRM, and within the con-
text of the company, the area of strategic HRM (8HR
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2. HUMAN RESOURCE MANAGEMENT (HRM)

The HRM is a vital function in organizations. ltgages everyone and it take time.
Managing human resources effectively requires thatspecial expertise of HR profes-
sionals in the HR department be used by, and im@eship with, line managers and other
employees. It involves attending to the concernthefmoment while keeping a longer-
term perspective in mind. It also involves continsly improving and changing activities
that take time to put in place and produce res@tmsequently, HRM includes people
managing activities, policies, and practices tivat$ can use to compete effectively now,
and many changing forces (e.g., new competitons, teehnology, business restructuring,
legal, and social concerns) that organizations teathderstand and respond to in order
to ensure they are positioned to compete effegtiveér the longer terrm.

In contemporary literature, there is a tendencgtdscribe HRM as a particular labour
management strategy that emerged in the late 19in@éng popularity initially in the
United States and then gradually being adoptedirwitiiger organizations across devel-
oped economies.

HRM was originally conceptualized and developedh@ United States of America.
The study of personnel management, which was iparfile clerk’s job, partly a house-
keeping job, partly a social worker's job and padire-fighting to head off union
trouble™ was superseded by the new science of human resmacagement.

In the connection with meaning of immaterial vafoe creating the market value of
organization and with influence on creating the petitive advantage, a conception of
human resource appeared.

A central aspect of HRM is the link with the orgeation. After all, the competitive-
ness of companies and nations has been increasexggnized to stem from the caliber
of their people. The significant advantages of canips having workforces that are fully
developed, highly motivated, and rewarded for évégitand innovation is widely unders-
tood. But because “the human resource” is so detatthe success of companies, strate-
gies need to be formulated in ways in which the &nrassets of the firm are a central
feature.

HRM involves “all management decisions and actitvas affect the nature of the rela-
tionship between the organization and employeé&shiman resource$’lt encompasses
the “development of all aspects of an organizaticoatext” so that they will encourage
and even direct managerial behavior with regarggople. HRM is organizational in its
compass, it involves all managerial personnelggards people as the most important
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single asset of the organization and it seeks hamre company performance, employee
needs and societal well-being. It comprises a barad of focus and carries with it the
ideal of increasing the sum of human satisfactica \ariety of levels.

As with many disciplines, the study of managingpdechas changed rather dramati-
cally during this century. The focus of managingmle in organizations was on develop-
ing precise analytical schemes to select and reaiddividual. This focus was typically
for the purpose of motivating, controlling, and moping the productivity of entry-level
employees. During the 1920s, work on these analytichemes expanded to encompass
issues of appraising and training individuals, rgaby for the same purpose.

While the focus during the first quarter centuryswan the individual employee, the
second quarter was to see it shift to the grouppnB\layo’s work at the Hawthorne plant
focused on improving the productivity of individaaby experimenting with groups. His
efforts included changing the group composition eweéntive schemes. They also included
changing environmental conditions, namely lightamgl the physical arrangements.

In the late 1970s and 1980s, the discipline of miggional strategy started to make an
impact upon HRM. Environmental forces, namely miotense international and domes-
tic competition for companies, also began to makéergact. This dual blow reflected the
continued theoretical and applied sides of HRM. Téwult of this within HRM was rec-
ognition that a substantial number of organizafioctzaracteristics not generally ad-
dressed actually had/have substantial impact upanaging human resources. Thus,
organizational characteristics such as structurategy, size, culture, and product and
organizational life cycle began to be incorporated the work under the HRM label.

Today, forces of global competition, worldwide lalawailability, business ethics, and
the environment are winning the attention of HRM.cOurse, this does not mean that the
issues of the 1970s and 1980s can be forgottethd gontrary, these are all carried for-
ward, making the job of HRM challenging, rewardiagd exciting.

Collectively, all these events, until the late 19abid early 1980s, described the discipline
and study of “personnel management”. Then the glisei and study began to change and
gradually assume the label of “personnel and HRMust “HRM”.

Organizationally, HRM has gone from being concernaty with the operational is-
sues of personnel to include the more strategiinleas level concerns of the organization
itself. Human resource departments might also beemed about the operations of key
suppliers and customers. Managerially, human resoprofessionals are working more
closely with the line managers, to some extentsiozner of the human resource depart-
ment. As the human resource profession has becaone imvolved in the global, exter-
nal, and strategic issues of the organization asaitis critical goals changéd.

In summary, the discipline of managing human iraoigations has transformed itself
tremendously throughout the 20th century. Todaytvanganizations and the human re-
source/personnel professional have is a rangetefnatives for managing human re-
source.

3. COMPARATIVE HUMAN RESOURCE MANAGEMENT

As international competition has intensified, pitiamers and scholars have turned
their attention to the question of what factorsetffthe ability of nations and their busi-

8 R.S. Schulennternationalization. . p. 245.
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nesses to adapt more effectively to the econordcsagial change required to survive in
this competitive environment. For example, a grawfiterature has emerged about the
contribution of internal and external labor marRekibility to successful economic per-
formance. Countries like Germany have moved togldate the labor market to enhance
flexibility and employment. The underlying theohat describes and explains how varia-
tions in comparative human resource managementragst{HRMSs) operate to impact
firm and, therefore, societal performance has tstew to develop, in large measure be-
cause of the methodological difficulties involveddarrying out the large-scale compara-
tive research important to theory developnieliuch of the scholarship related to under-
standing international HRM issues deals with thebfgms of multinational companies
operating across countri&sThe alternate perspective of comparing the coraptitMSs

of different countries has been explored more sghr indeed, much of the work that
has been published primarily has focused on theatole bargaining functions of HRMs.
In recent years, though, good comparative researcimational HRMSs has begun to
emerge.

However, almost none of the work comprehensively systematically has examined
HR practices in relation to each other and to ssnstrategy to determine how these
practices contribute to competitive advantage. Thithe essence of comparative HRM,
thus HRM in this international context requiresds®n the functions, policies, and prac-
tices of HRM in different countries.

Different countries have different national culsithat have different HRM implica-
tions. One of the challenges that faces organigatas they globalize their operations is
the adaptation of their HR practices to the newo$eultures in which the organization is
operating and the creation of a manner of operatiahis both comfortable to the organi-
zation, and appropriate for those cultures. Thisketachallenge is true for firms all over
the globe. As organizations become more globalkagin to do business in greater num-
bers of areas, the number and variety of cultuegsesented in their workforce also
changes. As this number increases and as orgamigasittempt to treat each different
culture with respect, practical issues can arigé iy make doing business increasingly
more difficult™

4. STRATEGIC HUMAN RESOURCE MANAGEMENT (SHRM)

Strategic human resource management constitutesanewthe most comprehensive
approach to human resource management in orgamzét$ development was initiated at
the beginning of eighties in the last century aodstituted an answer to changes in sur-
rounding of contemporary organizations.

As in case of different definitions used to deterimjg the personal function, strategic
human resource management do not have one es&btigfinition. Taking the attempt to
define this problem, it is proposed to adopt tHefang assumptions:

« Human resource is a strategic source

« HRMis integrated with the corporate strategy

9 J. BeginDynamic Human Resource Systems Cross National Gisapg De Gruyter, Berlin 1997.
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« HRM is inwardly integrated (it means that functibaeeas of HRM crate consis-
tent system)
e The managers of all levels are conscious of the @dhuman resource in purpos-
es of the company realization.
On the ground of mentioned assumptions there a&regdhe attempts of the definition of
the strategic human resource management, for egartipls taking action and decisions
referring to workers that in long term direct an8dn personal area and have fundamental
importance in the success of organizatith”.

Early in the development of the HR field the empdhagas often focused on ensuring
that employees had the ability and motivation thieme established organizational goals
and that there were sufficient workers with patacskills available to meet organization
needs. With the introduction of strategic humarouese management this focus shifted
toward one of human capital contributions, strategapabilities, and an organization's
competitive performance. This shift signaled a draenchange in the role and influences
of human resource professionals and adjusted tiseused to capture the expectations of
human resource activities within organizations. 8H&gues that more than mechanical,
administrative contributions are expected from HBfgssionals?

The increasing emphasis on strategic contributias accompanied by a growing in-
terest in linking HR activities to competitive penfnance. A large number of empirical
studies have been published examining the reldtiprizetween HR practices/systems and
organizational performance across a wide varietygeaifings. A series of studies soon
offered a menu of HR practices that demonstratgmbitant strategic outcomé$.

SHRM is largely about integration and adaptatibit.has many different components,
including activities, policies and practices. Tlaigus statements also imply what SHRM
does: it links, it integrates, and it connects asr@vels in organizations Typically, organ-
izations define (or redefine) their strategic basm needs during times of turbulence. As
such, these needs reflect management’s overallfptasurvival, growth, adaptability, and
profitability. Internal characteristics (such adtere and the nature of the business) as
well as external characteristics (such as the sfatke economy and critical success fac-
tors in the industry) may well influence the detiimm of needs. The biggest factor affect-
ing SHRM, however, is not a particular characterisb much as it is experience with this
mode of planning. Human resource managers who haver before been asked to meld
human resource activities with strategic needsfimitl that the process takes time, persis-
tence, and a detailed understanding of the needs#tve been defined. In fact, linkages
between human resource activities and businesssriead to be the exception even dur-
ing non-turbulent times. When such linkages do ncthey are usually driven by the
organization’s efforts to formulate and implemertzaticular strategy’
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5. INTERNATIONAL HUMAN RESOURCE MANAGEMENT

The world has become more competitive, dynamicetam, and volatile than ever
before!” To be successful, many firms have to compete engthbal playing field be-
cause the costs associated with the developmenmmankieting of new products are too
great to be amortized only over one market, eviange one such as the USA or Eurdpe.
Yet there are some products and services that dbémerommodation to location cus-
toms, tastes, habits, and regulations. Thus, farymmaultinational enterprises (MNES) the
likelihood of operating in diverse environments Ineser been greater. While these sce-
narios suggest paths that MNEs have indeed takdreitg internationally competitive,
they are being superseded by the need both to reaglabally, as if the world were one
vast market, and simultaneously to manage loca#lyif the world were a vast number of
separate and loosely connected markets. The teewdeating a great deal of challenge
and opportunity in understanding and conceptuaizractly how MNEs can compete
effectively. Knowledge of conditions in a variet{ @buntries and knowledge of how to
manage both within and across them is the essdrineemational HRM. The complexi-
ties of operating in different countries and empligydifferent national categories of
workers are a key variable that differentiates detinend international HRM.

Strategic international human resources definethaman resource management is-
sues, functions, and policies and practices tgtitrérom the strategic activities of MNEs
and that impact the international concerns andsgoglthose enterprise$®.While this
definition is certainly consistent with the defioit of HRM presented within a single
country or domestic context, it facilitates thelirsbion of a significant number of factors
discussed in the international literature, botkhim areas of international management and
business, and international HR¥.

With the concern for being global and the concédyaua the transfer of learning and
being multidomestic and, therefore, simultaneous#yng sensitive to local conditions
several strategic concerns relevant to internatidiRM arise.

6. SUMMARY

Developing of the new model of the economy basedhenknowledge create chal-
lenges and induces numerous consequences. lt@isern the meaning and of the ways
of approaching the issue of human resource managdmerganizations.

In the sequence of twenty last years we are theesdtes of the next revolution in this
field. Traditional staff/personnel management jglaee by human resource management.
With its contribution to the development of manageintheory is applying the strategic
prospect in personal decisions and giving the kegmng for human resource on account
of its uniqueness and the hardness in its imitediwh substitution.

The emerging economy based on the knowledge ledipegor returning the attention
of world on quality features of this resource. Tenpetence potential of workers and the

7 R.M. Kanter,Transcending Business Boundaries: 12,000 World MarsaView ChangeHarvard Business
Review” 69/3 (1991), p. 159-164.

18 C.A. Bartlett, S. GhoshaManaging across Borders: The Transnational Solutioondon Business School,
London 1991.

19 R.S. Schuler, P.J. Dowling, H. DeCiefin Integrative Framework of Strategic Internatiortdliman Re-
source Managementinternational Journal of Human Resource Managei#'3 (1993), p. 717—764.

20 A V. Phatak/nternational Dimensions of Managemg8t edn., PWS-Kent, Boston, MA 1992.
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organizational knowledge became the main sourggetifng the competitive advantage.
A special elasticity of human resource means ttesipdity of fast adapting to changes in
the organization strategy of the company.

What is happening today in the field of HRM is nathshort of revolutionary. The
organizational function of HRM is becoming more on@ant than ever. Line managers
are getting involved in HRM, and human resource agens are becoming members of
the management team. Also, because HRM is sedgraBcaint to the success of organi-
zations, virtually everyone in the organization caake a contribution to the management
of people and the success of the organizationeasdime time.

In comparison with the past, today’s and tomorrogtiaracterizations of HRM reflect
the more intense levels of national, regional, gtabal competition, projected demo-
graphic and workforce figures, anticipated legatj eegulatory changes, and considerable
technological developments. Translated through majanges in organizational strategy,
structure and technology, these environmental foreguire swiftness, quality, innova-
tion, and globalization for firms wishing to sureithe battleground of international com-
petition. These environmental forces have givea tsthe need for understanding and
utilizing knowledge in comparative HRM, strategi®M and international HRM, as well
as the area of HRM.
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ZARZ ADZANIE ZASOBAMI LUDZKIMI — EWOLUCJA KONCEPCJI

Artykut przedstawia ewolugjkoncepcji zarzdzania zaobami ludzkimi (HRM). Kon-
cepcja ta w @igu ostatnich trzydziestu lat rozwijata $iardzo dynamicznie. Rozbudowane
zostaly teoretyczne podstwy tego zagadnienia, kitaeznaczcy wptyw na badania w za-
krsie zasobow ludzkich i dyscyplichach paranych z zargzaniem.

Celem artykutu jest analiza poéiejdo zaradzania zasobami ludzkimi, wliczaj w to
definicje HRM, ,poréwnawcze” HRM, strategiczne HRM iguizynarodowe HRM. Artykut
bierze pod uwagzarzdzanie ludmi w nowych, zmeniagych si warunkach.



