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ABSTRACT 

The pace of globalization is increasing continuously in terms of markets for 

goods and services, investment opportunities across borders amongst others. 

Enterprises face competition from all fronts. Human resource management is 

not left out in this transformation crusade as it has obligation to move along 

with the changing demands of the globalization process. One of the objectives 

of this paper is to show that effective managers should constantly be aware of 

the changes taking place in domestic (home country) environment, as well as 

around the globe (international and foreign environments) on HR issues and 

developments. By so doing, they can scan their environment on an ongoing 

basis, and when they detect opportunities and/or threats, they can transform 

their organization to seize the opportunities and/or combat or neutralize the 

threats as the case may be. In this presentation, problems, issues and trends in 

HRM practice in Nigeria in the current period were reviewed. The factors 

affecting HRM and its practice in a global context and what should be the 

direction of the profession and its practice in Nigeria and Globally constitute 

the main focus of this paper. 
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INTRODUCTION        

As corporations continually expand across an increasingly global business 

environment, they strive to find new and ever more effective ways through 

which they can improve their competitive positions. In recent years, the 
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relentless march of globalization and technical advance has begun to threaten, 

and, in some cases, whittle away many of the sources of competitive advantage 

that drive firm performance. As product markets expand and costs of entry into 

markets decrease, many within the business and academic realms have come to 

realize “that sustained competitive advantage arises more from a firm’s internal 

resource endowments and resource deployments that are imperfectly imitable 

than from the firm’s product market position” (Lado & Wilson, 1999). 

As a result, MNCs have come to view their employees—as well as the human 

resources systems and practices that support them—as an essential component 

of securing sustainable competitive advantage. This mindset is predicated on 

the resource-based view of the firm, which contends that, in a heterogeneous 

environment, those resources that are valuable, rare, inimitable, and non-

substitutable drive a firm’s rise to a superior competitive position. Through the 

interactions of HR practitioners and firm-specific systems and processes, firms 

can create a condition that generates above-normal returns and is protected from 

imitation by causal ambiguity and complexity. That is, rival firms can see what 

is happening but find it impossible to replicate or purchase, leaving the high-

performance work organization with a sustainable advantage within a given 

market. 

 

Determinants of Divergence and Convergence 

A review of the extant literature on global HR and its international and cross-

cultural applicability reveals a few key determinants influencing the ultimate 

effectiveness of HR practices across national boundaries as well as the 

differentiation of those practices across various localities: national culture, 

institutional factors (e.g., labor-market and other regulation), labor-force 

characteristics, and the presence of expatriates. While the level of operation of 

these factors is, for better or worse, often constrained to the realm of “micro” or 

“macro”, several operate at both, or alternatively, between these distinctions 

within a “meso” level. These meso-processes are based on the idea that micro- 

and macro-level factors influence one another and cannot be separated as 

cleanly as one would first perceive. Rather, micro-level influences—for 

instance, those work preferences held by the top management team—can 

influence international, macro-level HR policies such as the adoption of a 

compensation or performance evaluation system.  
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NATIONAL CULTURE 

Much of the argument surrounding the divergence-convergence debate centers 

on the issue of national culture and its effects on the viability of HR practices 

within a given realm of operation. One theory regarding the interaction of 

national culture and human resource management (HRM) practices posits that 

greater cultural distance between two entities will negatively affect the transfer 

and acceptance of HR practices from an MNC to a local subsidiary while 

another suggests that, when faced with a large cultural distance from a foreign 

subunit, corporations will seek to conform to local management customs 

(Gamble, 2003). Substantial support for each of these postulates is present in 

the existing literature on national culture and the ability of HR practices to be 

implemented successfully across such cultures. Receiving the most attention, 

and most debate, is the former.  

 

INSTITUTIONAL FACTORS 

Also vital to an assessment of the degree of divergence or convergence existing 

within international HRM is the consideration of country-specific factors 

arising from embedded, institutionalized systems of labor within host countries. 

These institutional factors include the breadth and pervasiveness of labor 

legislation and labor organizations, the basis of the financials system and 

investment activity, education and other training systems, the prevalence of 

social welfare systems, and the degree of organizational autonomy (Sparrow & 

Hiltrop, 1997).  

 

LABOR-FORCE CHARACTERISTICS 

Labor force characteristics—e.g., general training and education levels and the 

demographic composition of the national workforce—may also have significant 

effect upon the diffusion and eventual convergence of international HRM 

practices. While labor-force characteristics are not “pure” factors (in the sense 

that they are generally a product of national culture and institutional factors), 

the potential they hold to influence decision-making and the implementation of 

global HRM practices at a national level is substantial. Besides differences in 

education and training that affect recruitment and retention practices, perhaps 

the most pervasive influence such characteristics have on the diffusion of 

common HRM practices is manifested through age composition of the 

workforce.  
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PRESENCE OF EXPATRIATES 

Also critical in determining the propensity of global HRM practices to be 

accepted and implemented at the national level is the presence of expatriates 

within the subsidiary firm. While the variations that can occur with regard to 

control levels are limitless, the most prolific method of exercising parent-

company control in foreign subsidiaries appears to be through the use of 

expatriate managers. Indeed, the presence of expatriate managers has been 

found to increase the similarity of HRM practices between the subsidiary and 

parent (Rosenzweig & Nohria, 1994) by encouraging stricter adherence to 

guidelines set by the MNC. 

 

THE MODERATING ROLE OF ORGANIZATIONAL CULTURE 

Although the role played by national culture, institutional factors, labor-force 

characteristics and the presence of expatriates is undoubtedly significant, the 

role of organizational culture is perhaps the largest determinant of the global 

applicability of global HRM practices. By reconsidering the findings of 

Hofstede (1980) on the importance of local isomorphisms in terms of effect 

size, Gerhart & Fang found that the role of country differences in determining 

the applicability of HRM practices was smaller than was previously thought.  

 

IMPLICATIONS AND PRACTICE 

The importance of organizational culture’s role in determining the applicability 

of HRM practices has major implications for practitioners, especially 

considering their relative inability to control many of the other factors that 

influence the national effectiveness of such. While national culture, institutional 

features,  and labor-force characteristics are in place and relatively stable, both 

the strong influence of organizational culture and the fact that this influence can 

be controlled by HR managers within a MNC create a situation in which 

proactive action by managers can lead to the successful dissemination and 

effective use of HRM practices as desired by the parent company. 

However, the organization can actually gain significant benefit from such 

interactions. For instance, Rabobank, a large multinational bank based in the 

Netherlands, has found that being required to make use of works councils has 

actually had positive consequences for their operations throughout Europe 

(Ladika, 2005). While initially viewed apprehensively, the use of works 

councils has improved employee buy-in into the decision-making process, 



`SSAAR (JMSE); Journal of  December, 2021 

Management Science and Entrepreneurship  

359 | P a g e  

 

Editions 

provided the company with a lucid picture of what is occurring at many levels 

throughout the organization, and helped to ensure consistent communication 

across all employee groups and locations. Indispensable in the selection of 

employees for foreign assignments is an assessment of personality. 

Another key task for HR is managing organizational culture in order to ensure 

the success of expatriate employees on assignment. For instance, national 

culture may dictate a patriarchal society in which women do not traditionally 

take on roles within the business world. However, by managing the 

organizational culture of the foreign subsidiary in such an environment, MNCs 

can help ensure success even in the face of prevailing national-cultural norms.  

Additionally, the MNC and the HR department should work hard to establish 

the credibility of the new expatriate employee within the foreign affiliate 

(Ramirez, 2006). The last major challenge facing HR in MNCs is retaining 

returned expatriate employees (repatriates) and ensuring that the organization 

capitalizes on the experience and knowledge acquired during foreign 

assignments.  

Research has demonstrated that the applicability of globally conceived HRM 

practices at the level of the nationally-based firm is influenced by several factors 

including the institutional structure of the host country, labor-force 

characteristics, the presence of expatriates, and national culture. Perhaps the 

greatest impact within the subject of global HR, however, comes from the 

realization that national culture, which often dominates consideration of the 

applicability of parent-company HRM practices abroad, is not the primary 

determinant of HRM practice acceptance and effectiveness.  Rather, HR 

professionals possess a unique opportunity to tailor HRM practices within their 

respective organizations to support the goals of the entire organization. As 

markets continue to shift towards a greater service orientation, firms across all 

countries are likely to find it beneficial to empower their employees and create 

egalitarian environments in which employees can utilize their knowledge 

through involvement and participation in business decisions and workplace 

tasks. 

- Work practices will continue to become more flexible as the skills and 

abilities necessary for work change and decision making becomes less 

centralized throughout organizations. 
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- Rewards practices will converge toward more performance-based 

compensation with greater sharing of rewards and risks among all 

members of organizations. 

- As workers become more valuable to organizations because of increased 

reliance on employee knowledge for business success, the costs of losing 

employees will increase. 

Consequently, greater formal attention will be paid to the selection and retention of 

employees. 

- Organizations will continue to increase the clarity and transparency with 

which they communicate to employees about organizational goals in 

order to further empower their workforce and ensure that employee 

decisions align with the objectives of top management.(Sparrow et al., 

1994: 293-295) 

 

LITERATURE REVIEW  

Dependent Variable 

Strategic HRM Practices and Company Performance; 

STRATEGIC HRM PRACTICES AND THEIR IMPACT ON COMPANY 

PERFORMANCE IN CHINESE ENTERPRISES. 

 Employment security and job descriptions contribute uniquely to 

product/service performance, whereas profit sharing contributes uniquely to 

financial performance. 

 Second, training systems refers to whether organizations provide extensive 

training opportunities for their employees or whether they depend on selection 

and socialization processes to obtain required skills.  

Third, appraisals are conceptualized in terms of outcome-based performance 

ratings and the extent to which subordinate views are taken into account in these 

ratings. 

Fourth, employment security reflects the degree to which employees feel secure 

about continued employment in their jobs. Although formalized employment 

security is generally on the decline, organizations may have either an implicit 

or an explicit policy.  

Fifth, employee participation, both in terms of taking part in decision making 

and having opportunities to communicate suggestions for improvement, has 

emerged as a strategic HRM practice. Sixth, job description refers to the extent 

jobs are tightly and clearly defined so that employees know what is expected of 
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them.  

Finally, profit sharing reflects the concern for overall organizational erformance 

on a sustainable basis.Other approaches to strategic HRM research include 

contingency and configurational approaches. The contingency approach implies 

that organizational strategy (e.g., cost, quality, innovation) moderates the 

relationships between strategic HRM practices and company performance.  

Finally, in Chinese enterprises, job descriptions are the key element in 

performance appraisal and reward determination. In organizations where 

performance goals are quantifiable, employees are evaluated by objective and 

quantified criteria.  

 

Limitations and Future Research Directions 

Although this study contributes to HRM research, its limitations should be 

acknowledged. 

• First, we used a perceptual performance measurement in this study. 

Specifically, we used managerial perception of the company’s 

product/service performance and financial performance compared with 

that of  their competitors for the previous three years. Although the 

perceptual performance measurement was adopted in previous studies 

on the HRM and performance relationship (e.g., Delaney & Huselid, 

1996), it would still be worthwhile for future studies to investigate the 

influences of strategic HRM on objective performance measurements, 

such as the ratio of profit to sales, return on assets, and return on equity.  

• Second, we performed regression analysis on a cross-section of data 

gathered at one time to identify the relationship between strategic HRM 

and performance. It is important to use some longitudinal data in future 

studies to examine the causal link between strategic HRM practices and 

firm performance.  

3.  Third, our data were collected in three main cities, Shanghai, Guangzhou, 

and Nanjing. Future research may extend the study to the less developed 

inland and western regions of China, such as Chongqing, Chengdu, and 

Xi’an.  

4.  Fourth, our sample firms include FIEs, PLFs on p. 18, and SOEs, and the 

majority of them are FIEs. Although FIEs are no doubt the trendsetters for 

HRM practices in Chinese enterprises, we should include other ownership 

types of firms in future studies, especially considering the growing 
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importance of private enterprises in China’s economy. 

 5. Fifth, we adopted an organizational-level approach in the evaluation of the 

effectiveness of strategic HRM practices. However, factors at the micro 

level, such as the level and experience of staff and job poaching, will affect 

the effectiveness of strategic HRM practices. The interactive effects of 

organizational-level factors, such as industry with strategic HRM practices, 

also must be investigated in future studies.  

 

Management Practices and Performance of SMEs; 

Unprecedented changes in the global business environment induced by rapid 

developments in communication and information technology, trade 

liberalisation, trade-related support services, cross-border capital flows (Koh et 

al., 2009) and more demanding consumers in the last two decades have made 

competitive strategies become more relevant to the firms. As globalisation 

flexes its muscle in the economy, firms compete not only with their domestic 

but also foreign rivals. With a rapid adoption of the Internet, physical 

boundaries and distance become less important as firms all over the world are 

now able to cater for larger markets more efficiently (Kim et al., 2004). Small 

and Medium Enterprises (SMEs) do not escape from the globalisation 

phenomenon. Traditionally, some SMEs confined their activities to the region 

of their presence, but most of them remain in their national boundaries (Ruzzier 

et al., 2006). A majority of the actors in less developed countries may give little 

emphasis on core competitive strategies in order to survive in such a globalised 

world. In the past, some SMEs could focus exclusively on the domestic market, 

but now they have to be globally competitive for their own long-term survival 

and growth .  

Literature review Increased competition in the global market makes the 

competitive strategy topic more dominant in entrepreneurship, business and 

management literature. In fact, strategy and performance research on firms 

could be easily found in a large number of offline and online journals. Strategy 

research attempts to answer the question of “why” some firms are better 

performers than others (Porter, 1991). Bowman (1974, p. 47) says that strategy 

is about a “continuing search for rent”. Closely related to this concept, 

competitive strategies try to address the issue of “how” a firm should compete 

with its competitors in a particular industry (Schendel and Hofer, 1979). A 

competitive strategy outlines how a business unit or firm competes within the 
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same industry (Parnell, 2006). This strategy enables a firm to gain competitive 

advantages over its rivals (Porter, 1986). Strategies for competitive advantage 

are explained in various perspectives. However, the most notable theoretical 

explanations for competitive strategies are Industrial Organisation Economics 

(IOE), business or competitive strategy typologies, Resource-Based View 

(RBV) and relational view (Ritala and Ellonen, 2010; Parnell, 2006. While 

Miles and Snow’s (1978) strategy typology defines firms into four categories - 

prospectors, analysers, defenders, and reactors – based on their strategic actions; 

Porter (1980) distinguishes competitive strategies into cost leadership, 

differentiation and market niche as the sources of competitive advantages. The 

greater focus on firm-level analysis in the later period has given birth to the 

RBV. This approach emphasises an inside-out business strategy, in which a firm 

using its internal unique resources and capabilities is better able to outperform 

its rivals (Barney, 1991). Corbett and Wassenhove (1993) strongly believe that 

internal competencies are the basis for a firm to be a strong competitor in the 

market. In fact, there was a tendency for relating firm performance in the old 

days with a particular business functional area (Drucker, 1973; Ettlie, 1997). 

Nevertheless, such a case becomes much less applicable in the present day of 

business environment. Fierce competition in the marketplace requires firms to 

be more proactive in positioning themselves. Thus, Porter’s (1980) generic 

strategies in the form of cost leadership, differentiation and market focus may 

be useful, but inadequate for SMEs to stay competitive.  

 

Consequences of Global Change for Human Resource Development; 

Managing diversity has been challenging employers for decades, but in the past 

20 years companies have begun to realize that differences in gender, race, 

ethnicity, sexual orientation, religion, age and other factors can be leveraged to 

the advantage of an organization, not just managed to avoid lawsuits. In fact, 

forty years after the civil rights movement led to the development of a complex 

framework of antidiscrimination legislation in the United States, leading 

companies have gone far beyond the nondiscrimination requirements mandated 

by law to try to leverage the differences among their employees to recruit and 

retain the top talent available regardless of difference.  

Global diversity is still a relatively new concept for most companies, but for 

multinationals, interest is rapidly growing. In a survey of about 100 diversity 

professionals in Fortune 500 companies by ORC in 2003, fewer than 10% cited 
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global diversity as an area of interest or responsibility. A short two years later, 

a 2005 survey of the diversity professionals in the same companies revealed that 

almost 25% of those companies said global diversity was now a priority for 

them. 

For some companies, turning diversity initiatives into global programs enhances 

the cache of the efforts. Currently many companies with multinational 

operations have begun to consider diversity as a global initiative, have 

developed a global business case, and have extended some programs outside 

the US. They often have a dedicated global diversity staff that provides 

assistance worldwide. But while there is clearly increased focus on diversity 

outside the US, for many companies it is less apparent how to approach the 

challenge, and many organizations struggle with how to expand their ongoing 

domestic efforts outside the US.  

Why global diversity?— 

The main drivers ,There are many drivers for this trend, not least of which is the 

trend towards globalization that is affecting every aspect of business and human 

resources management. In addition, laws prohibiting  discrimination and 

harassment were once considered a US phenomenon, but are now in place 

throughout Europe and many other parts of the world. In fact, prohibitions 

against sexual harassment are being implemented in Asian countries as women 

begin break  into the workforce in larger numbers and, with higher levels of 

education than ever before, they are beginning to climb to higher levels within 

organizations. And last, but certainly not least, the “business case” for global 

diversity is being driven by labor shortages and a global war for talent, global 

markets requiring multicultural awareness and understanding, and the 

productivity and innovation benefits derived from diverse teams. 

  

GLOBAL DIVERSITY STRATEGY 

The first principle of any diversity strategy, global or otherwise, should be that 

it is created in partnership with representatives of key stakeholders throughout 

the organization. The first step is to create partnerships by getting to know your 

management and HR partners at the global, business unit, functional, regional, 

and local levels. 

Creating Key Partnerships: 

Work with your partners to: 

❚ Understand local values and figure out how those might intersect—or come 
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into conflict with—those of other units or with the company’s stated global 

values 

❚ Learn about the political, economic, social, and legal environment in each 

country 

❚ Identify the types of diversity that are significant in each location or unit (e.g., 

religious, ethnic, tribal, professional discipline—“any difference that makes a 

difference” in how employees see each other and work together) 

❚ Articulate the motivations and concerns for stakeholders (customers, 

suppliers, employees, community, etc.) at each level 

❚ Analyze organizational effectiveness in each location or unit through a 

diversity lens 

(i.e., what are we good at, what obstacles exist, and how might diversity issues 

contribute to the current state) The second step in creating a global diversity 

strategy is to develop a corporate statement about respect, difference, and the 

shared goals and values of the organization.  

 

Structure of the Global Diversity Organization                  

Every global diversity structure should: 

❚ Give ownership of the initiative to line people at all levels of the organization 

❚ Involve senior leadership 

❚ Delegate responsibility and authority to the local level while simultaneously 

driving corporate-wide initiatives 

❚ Provide channels through which to coordinate activities and share lessons 

learned globally (such as reporting mechanisms, in-person and virtual meetings, 

knowledge management tools and practices) 

❚ Build in some kind of central review system to ensure that attention remains 

focused on global diversity (e.g., periodic progress reports to senior leaders by 

each business unit or region) 

❚ Address how corporate-wide and local activities will be funded, including 

whether and under what circumstances affinity groups will be funded A note 

about “compliance” and “diversity”. Key attributes of the global diversity 

structure. 

❚ Ownership of the initiative by line people at all levels of the organization 

❚ Involvement of senior leadership 
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❚ Delegation of responsibility and authority to the local level while 

simultaneously driving corporate-wide initiatives 

❚ Channels through which to coordinate activities and share lessons learned 

globally (e.g., reporting mechanisms, in-person and virtual meetings, 

knowledge management tools and practices) 

❚ Some type of central review system to ensure that attention remains focused 

on diversity (e.g., periodic progress reports to top management by each business 

unit or region) 

❚ Definition of how global and local activities will be funded, including whether 

and under what circumstances employee networks will be subsidized What 

diversity means around the world What diversity means in the US is not quite a 

universal concept. 

❚ What strengths does the company already have—in the marketplace, in its  

management practices, in its workforce profile—that could be further 

capitalized on? 

❚ Which groups seem to be excluded or lack full access to opportunity? 

❚ What barriers to full contribution by all employees have been identified? 

❚ Around which issues is there enthusiasm for change among employees? 

❚ Where can you have an immediate impact? 

But not until all of these elements are present and are successful in achieving 

the organization’s strategic goals, can the diversity initiative be deemed truly 

successful. But intermediate goals can and should be celebrated. There is no end 

to a diversity initiative, so setting new goals and challenges will be a continuing 

exercise in global organizations.   

 

Public health crisis: HIV/AIDS 

The HIV/AIDS epidemic will be a major threat to South Africa’s economic 

viability in the next decades. The disease has already reduced life expectancy 

from 63 years in 1990 to only 47 years in 2004. Within the next ten years more 

than 5 million South Africans will die of AIDS and leave behind some 2 million 

orphans. The United Nations International Labor Organization (ILO) and many 

global public health organizations have called on employers to take an active 

role in addressing the coming crisis. Employers are being urged by numerous 

international organizations to undertake workplace initiatives that improve 
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employee understanding of HIV/AIDS and increase access to tools for 

prevention and treatment. One company being hailed as a leader in addressing 

HIV/AIDS is IBM, which recently revamped its HIV/AIDS policy and program 

at its South African subsidiary. Hoping to avert 42 percent of its HIV/AIDS 

expenses over a ten-year period, IBM has implemented an education and 

treatment program that includes the following: 

❚ Education through self-service interactive software 

❚ Voluntary counseling and testing 

❚ Access to anti-retroviral drugs 

❚ Condom distribution 

❚ Treatment of sexually transmitted diseases 

 

Independent Variable 

Culture and HRM in Nigeria and Greece 

Starting from the convergence-divergence debate, we focus on strong links 

between HRM and the cultural environment. This is followed by an analysis of 

Greek national culture, based on the empirical findings of the GLOBE project 

and the development of specific hypotheses to test the extent to which current 

HRM in Greece is compatible with the nation.s values and culture. The article 

concludes by presenting the limitations of the study, as well as implications for 

cross-cultural management research and practice. 

 

Theoretical Framework 

The convergence-divergence debate in HRM 

The convergence-divergence debate has been an ongoing issue in international 

management for some time (Fenton-O.Creevy & Gooderham, 2003). During 

the 1950s and 1960s, when the internationalisation of business led researchers 

to study the management of organisations in different countries, there was a 

belief that the principles of management hold universally (Gooderham & 

Brewster, 2003). Almost all these articles (94%) concluded that culture makes 

a difference to the issues studied. Hence, this research showed that by the 

second half of the 1980’s there was general agreement, both inside and 

outside North America, that culture does matter, i.e they support 

divergence meaning divers culture. Indeed, as Adler and Bartholomew (1996, 

p. 20) suggest, .the verdict now appears to be cast in favour of divergence., that 
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is to say, organisational and managerial behaviour is maintaining its 

distinctiveness across cultures. 

Central to this cultural approach is that societies/countries are conspicuously 

different from each other and that this distinctiveness is reflected in the way that 

organisations are managed (Olie, 1995). Management and organisation cannot 

be isolated from their particular cultural environment. According to some 

researchers, issues that relate to the types of interactions and behaviours, as well 

as the most appropriate relationships among people in organisations, stem from 

cultural assumptions and values.  

Within the context of HRM, the debate has been stimulated by the recent 

internationalisation of trade legislation and the formation of supranational 

institutions such as the European Union. In the latter case, it is believed that the 

introduction of common legislation and agreements between countries of the 

EU will eventually lead to harmonisation of IR and HRM systems across 

different national contexts (Brewster, 1994).  

 

Cross-cultural comparisons of HRM 

According to Laurent (1986) and Schneider (1988), of all management practices 

HRM practices seem to be the most vulnerable to cultural differences and hence 

the least likely to travel from one country to another. This is because they are 

often designed by members of one culture to handle members of that particular 

culture. As with most management practices, HRM practices are grounded in 

cultural beliefs that reflect the basic assumptions and values of the national 

culture in which organisations are embedded. Therefore, an HRM system may 

be meaningful and effective in one culture, but ineffective in another (Laurent, 

1986). 

 

Greek culture and HRM practices 

Among these, only Papalexandris (1987) has compared HRM in Greek firms 

and MNC subsidiaries. She found significant differences between the two 

samples and concluded that the use of systematic HR practices is lower in Greek 

firms compared to foreign subsidiaries, which have more sophisticated 

practices, often implementing guidelines directed from their parent companies. 

The project involves 62 countries, including most of the EU member states. The 

study has identified nine dimensions of societal culture, which reflect 

perceptions of middle managers about society as it is now, as well as their 
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preferences of how they would like it to be. Four of the dimensions, that were 

found to be most relevant to HR practices (Papalexandris et al., 2002), will be 

used for the purpose of this study, namely performance orientation, future 

orientation, family/in-group collectivism and power distance. Specifically, 

according to House et.al. (1999, p. 192):  

➢ Performance orientation refers to the extent to which an organisation or 

society encourages and rewards group members for performance 

improvement and excellence. It has its roots in McClelland.s (1985) 

work 

➢ Future orientation is the degree to which individuals in organisations or 

societies engage in future-oriented behaviours such as planning, 

investing in the future and delaying gratification. This dimension was 

derived from Kluckhohn and Strodtbeck (1961). 

➢ Family/in-group collectivism reflects the degree to which individuals 

express pride, loyalty and cohesiveness in their families or organisations 

and was adopted from Triandis (1995). 

➢ Power distance is defined as the degree to which members of an 

organisation or society expect and agree that power should be unequally 

shared and has its origins in Hofstede.s (1980) work. 

 

Conclusions and Implications 

The previous analysis points to several differences between Greek firms and 

MNC subsidiaries concerning the use of specific HRM practices. The majority 

of differences are in the expected direction.HR practices, such as planning, 

recruitment and performance appraisal are to a great extent in accordance with 

the cultural values of Greek society, as identified by project GLOBE. It is 

evident that Greek firms show a high level of embeddedness in their cultural 

environment. Practices such as the use of recommendations in recruiting 

employees, the limited long-term HR planning, as well as a reduced use of 

several performance appraisal practices are still quite widespread even in larger 

Greek companies. Such findings are partly in line with other recent research that 

examines the link between societal culture and HRM in Greece (Papalexandris 

et al., 2002). However, our study takes a step further by studying the cultural 

embeddedness of Greek firms in terms of their HRM practices vis-à-vis foreign 

subsidiaries. It is important to emphasise the fact that our Greek sample consists 

of larger companies (in terms of employment) compared to MNC subsidiaries; 
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and we might expect such firms to be more convergent towards MNC 

subsidiaries. practices. Even so, differences still hold, and it can be argued that 

these differences would have been even stronger if we had included smaller 

Greek firms in our sample as well. 

In conclusion, our comparison between the HRM practices used in Greek firms 

and MNC subsidiaries has revealed both differences and similarities. It has 

indicated that Greek companies are still embedded in their cultural environment 

to a considerable extent. At the same time, there is some evidence that MNC 

subsidiaries have adapted to the host country, embracing practices that are in 

line with the Greek cultural environment.  

i. Given the paper length limitations, we have chosen to focus on only 

three groups of HR practices. We made sure to include practices from 

both hard (HR planning) and soft (selection, performance appraisal) 

areas of HRM (Easterby-Smith et al., 1995). 

ii. With the exception of Italy that scores lower in future orientation and 

higher in power distance. However, since there were only 3 Italian 

subsidiaries included in our sample, we can safely disregard this 

exception. 

iii. Since our questionnaires were completed in two different ways, we 

tested whether this had any systematic impact on responses. T-tests 

were performed separately for subsidiaries and local companies, and 

showed very few significant differences, indicating that responses did 

not differ substantially between the two research methods.  

iv. Firms with production plants are generally larger than firms with just 

a sales function. 

 

Human Resource Management Challenges in Nigeria under a Globalising 

HRM 

Human resources are the life blood of an organization. Despite the application 

of technology in modern business management, human resources are still 

relevant and most adaptive resources of the organization. The strategic values 

of HR stem from the fact that apart from other resources employed in the course 

of production (land, capital, technology etc) which are passive, human resources 

are endowed with discretionary decision-making  power and thus have 

competitive advantage over the other resources. Besides, HR combines other 

resources in the right mix to formulate appropriate strategies for the 
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accomplishment of the desired objectives of the enterprise. This essential 

attribute of HR assist the enterprise to make rightful decisions and respond 

effectively to the threats and opportunities within the environment of the 

organization. Thus the enterprise depends highly on its HR for success and 

survival. As individuals, the employees have needs, aspirations, motivations, 

desires and interests which influence their behaviour at work but unfortunately 

these objectives are sometimes in conflict with the corporate objectives of the 

enterprise. In reconciling this conflicting interests Human Resources 

Management and Planning are useful tools employed in harmonizing the needs 

of the employees with the goals and objectives of the organization on a 

continuous basis.  

TRADITIONAL FUNCTIONS HUMAN RESOURCE MANAGEMENT  

In a nutshell, the primary task of HRM is to ensure that the organization HR are 

utilized and managed effectively. HR practitioners are saddled with the 

responsibility of designing and implementing policies and programmes that will 

enhance human abilities and improve the organisation’s overall effectiveness. 

Empirical studies have shown that poor human relations at work, neglect of staff 

welfare programmes and lack of motivation are often the factors that cause 

industrial strife and declining productivity in the work setting. To acquire and 

retain HR in the organization, the HR practitioners in brief perform four critical 

roles:  

1. Create and implement policies, which should be in writing and 

communicated to all employees through circulars or the employee 

handbook.  

2. Offer advice and counsel the employees on matters bordering on 

productivity, safety at work, career path or management, morale, honesty 

and integrity, human relations etc.  

3. Provision of services that assist Line Managers in performing their jobs or 

serving the organizational units e.g recruitment, selection and placement, 

compensation management, training and development, staff welfare 

programmes, industrial and labour relations, research and planning.  

 

Control of HR programmes and laid down procedures i.e. to monitor and ensure 

that HR policies and guidelines are implemented religiously or to the letters e.g. 

grievance handling and disciplinary procedures, Federal Character principles or 

Quota system, fairness of appraisal exercise, granting of loans etc. 
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GLOBALIZATION AND HRM IN NIGERIA  

In the present day, business is conducted on international scale and this involves 

the transfer of goods and services, technology, managerial knowledge and 

capital to other countries or across national boundaries. Globalization has made 

the world smaller through fast communication network. The economies of the 

world have become increasingly integrated (Bhagwatti, 2004). Besides, we are 

now in a world where quality, efficiency and competiveness count most.  

The progress and survival of the business enterprise of this century can be 

measured in this sequence: information, knowledge and their application 

through science, engineering and technology. The internet has made 

communication network to be very easy and also for marketing to take place 

without necessarily moving from your desk. You can even see what the product 

is like and be advised by the seller. For you to participate in the global market, 

you must produce an internationally acceptable product. Your product must 

satisfy the market you are targeting. You must add value to the product.  

With the rapid expansion of global markets coupled with the view that the whole 

world in one market, it has now become imperative for the Human resource 

practitioners to adapt to international needs by moving people, ideas, products 

and information around the world to meet local needs. Therefore, Managers of 

this century must strive to balance the demand to think globally and act locally. 

However, some environment factors may constitute a problem and affect the 

rate of adaptation from international to local environment for the 

underlisted reasons:  

i. Economic system (capitalism; mixed economy, Marxist) and level of 

economic development (Developed, Developing and underdeveloped)  

ii. Legal system/environment and constraints (laws, regulations and 

administration of justice) 

iii. Political environment (power, ideologies, government polices and 

regulations) 

iv. Educational system and language vary from one country to the other;  

v. Socio-cultural/Ethical environment (values, social organizations/systems, 

reward system etc)  

 

FACTORS AFFECTING HRM IN INTERNATIONAL MARKETS  

➢ Economic system  

➢ Legal system  
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➢ Political system  

➢ Human resource management  

➢ Education system  

➢ Socio-cultural/Ethical  

 

PROBLEMS, ISSUES AND TRENDS IN HUMAN RESOURCE 

MANAGEMENT IN NIGERIA 

Traditionally, the responsibility of the HRM has been centred primarily on 

recruitment, selection, orientation, training, job analysis and evaluation, 

labour relations, appraisal exercise etc but in the modern time, some 

problems and issues have created a new dawn for the HR practitioners and 

professionals. Some of these issues are discussed below:  

(i) Productivity Improvement  

Poor productivity is likely to create unemployment and inflation, decline in 

standard of living of the masses, hence all hands must be on deck in search of 

ways to improve productivity and thus strengthen the economy for the 

betterment of all parties in employment relations. Modern day HR practice has 

led to greater output and improved quality of products and thus the trend has 

encouraged HR practitioners in taking active roles on matter impinging on 

productivity improvement.  

(ii) Quality of Work Life (QWL)  

This term refers to the extent to which employees’ personal needs are met 

through their work e.g. one’s QWL improves as one’s work meets more and 

more personal needs. Therefore, it is expected that improvements in QWL will 

affect the performance of the organisation favourably. The HR professionals are 

known to be taking keen interest on issues that relates to job satisfaction and 

commitment in their bid to promote Quality of Work Life (QWL).  

(iii) Health and Safety at Work  

The focus is on creating of a work environment which minimises the likelihood 

of an accident or injury. Akin to this, is job stress which can be as hazardous as 

an unsafe work place. The modern managers have recognised the dangers of 

potential personal and organisational job stress and have taken interest on ways 

to reduce the problem through medical attention.  

(iv) Quota System in Employment  

This is very common in public organisation where employment in government 

establishments is expected to reflect the Federal character principle. The HR 
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practitioners have herculean task in ensuring that employment is carried out in 

line with the above principle without compromising merits and standards. 

(v) Labour and Social Legislations  

From the 70’s to date, the above legislations have granted workers more rights 

in terms of security of employment and entitlements which were perceived as 

mere expectations in the yesteryears. These rights and entitlements (various 

fringe benefits, medical care for employees and family, Pension. Gratuity 

Schemes, National Housing Fund, Retrenchment benefits etc) have added 

additional strain and costs which the employers must bear in hiring, maintaining 

and disposing employees.  

(vi) Labour Dissatisfaction at Work  

This has to do with issues like growing rate of unionisation of employees, low 

morale and alienation from work. Others include labour turnover, brain drain, 

poor work habits/attitudes, industrial conflicts and strikes which are inevitable 

phenomena in the workplace.  

(vii) Changing Values of the Employees  

In the past decades, work ethics was tenaciously followed by the employees in 

terms of punctuality, honesty, diligence etc but in the modern day, there is 

growing evidence of serious decline in work ethics. The syndrome is such that 

some of the enterprises do not provide the basic guidelines for living rather the 

individuals are responsible for exploring and determining for themselves what 

they want to do and become in life. With this philosophy, one need not to 

wonder why work has become one alternative among many to the workers who 

want to survive in a turbulent and harsh environment of the modern day. The 

trend led to erosion of values as bribery, corruption, lack of transparency, 

indiscipline, wasteful spendings etc became rampant.  

 (viii) Changing Role of Government or State in Industrial Relations  

Due to the civil war in Nigeria, the government shifted its non-interference 

posture for more positive roles in industrial relations practice. This is evidenced 

by its “Interventionist Policy” in industrial relations in what it coined as 

“Guided Democracy” in Labour maters. The government enacts legislations 

from time to time as industrial situations may warrant and implements labour 

standards approved by ILO. The HR practitioner need to keep himself abreast 

of labour legislations on continous basis.  

(ix) The Clean Wage Option  

This is the consolidation of the basic pay with all allowances or fringe benefits. 

In other words, it is the payment of total package as salary without segmentation 
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or distinction between the salary and the fringe benefits components. This is 

currently being practiced by many countries in the Third world including Ghana 

which adopted the option in 1988. In Nigeria, the option was adopted by some 

oil companies including Mobil Producing Nigeria in 1997. The option has 

implications which are mix grill for both the employees and the employers. For 

the employees, the option will attract high element of taxation because only 

basic salary which is equivalent to the total package or clean wage will be 

taxable while the total emolument will increase the terminal benefits and holds 

more prospects for the retirees. On the other hand, it will translate into higher 

contributions by the Employer to Staff Pension and Gratuity Schemes as 

calculation will be based on the clean wage option.  

(x) Social Responsibility by the Employers  

Since the enterprises operating within some communities have made life 

unbearable for the populace through water pollution and destruction of other 

natural resources, the enterprises thus have social responsibility in terms of 

making contributions to the well-being and development of these communities. 

e.g Oil companies in Nigeria provide social amenities to the host communities 

to avert crises. Other companies sponsor sporting activities, give scholarships 

to brilliant and needy students, sponsor or host educational activities etc as 

contributions to the needy sectors of the economy.  

(xi) Economic Recession  

This phenomenon which is caused by decline in economic activites brings 

dramatic changes with decline in industrial production and output coupled with 

corresponding rise in the rate of unemployment. This trend affects industrial 

relations institutions and constitutes the main environmental factor affecting 

collective bargaining process. It also creates room for spate of industrial actions 

due to manpower contraction caused by capacity under-utilization in industries. 

The HR managers must modify their responses by aligning with the unions to 

face these challenges realistically all in a bid to keep the enterprise afloat rather 

than adopting adversarial approach to labour/management relations.  

(xii) Public Service Reform by Government  

In Nigeria, the main thrust of public service reform is to show that government 

business can be carried out openly, economically and transparently devoid of 

favouratism and corruptible tendencies. The reform focuses on reformining 

government institution, implementing social charter, value re-orientation, moral 

rectitude, respect and due process to guarantee effective and transparent system 
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of economic and financial management of government resources. The foregoing 

underscores the need to launder the image and future of the public service. HRM 

managers in the public sector should act as vanguard in bringing back the 

service to the good old days or past decades when it enjoyed recognition and 

respect.  

 

THE CHALLENGES OF HUMAN RESOURCE MANAGEMENT IN A 

GLOBALISED ECONOMY  

The competitive pressures faced by the modern day enterprise for survival and 

success due to globalization and liberalization will continue to create room for 

future demand for organisational excellence. The new, global, complex, and 

often chaotic world of the Multi- national Enterprises requires a new strategic 

focus and new capabilities from HR just as it does from other management 

functions (Briscoe et al, 2009).  

Furthermore, HR should not be defined by what it does but what it delivers i.e 

results that enrich the organization’s value to customers, investors and 

employees.  

For the HR practitioners to contribute their quota to the enterprise in achieving 

excellence, they need to adopt the following:  

(i) HR Collaboration With Line Managers  

HRM function is a joint responsibility for all managers within the enterprise i.e 

both HR or staff and line managers must be involved. HR professionals should 

become a partner with senior and line managers in strategy execution, helping 

to move planning from the conference room to the market place( Ulrich, 1998). 

The HR department in the execution of the corporate plans should give guidance 

on the ways to carry out the plans by playing the role of an Architect. By so 

doing, HR department will come up will a comprehensive set of blue prints 

showing various units or parts and their working/operational relationship.  

(ii) HR Exhibition of Expertise in the Organisation of Work  

As trained administrators, the HR professionals will have to explore and design 

means of carrying out HR functions in a better, faster and cheaper ways to 

reduce costs. Beside cost reduction, efficiency and quality have to be 

maintained in service delivery. HR professionals should become experts in the 

way work is organised and executed, delivering administrative efficiency to 

ensure that costs are reduced while quality is maintained (Ulrich 1998). In a 

nutshell, the HR professionals could streamline the organisation’s systems and 
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procedures and deliver flawless administrative services to become a reckonable 

party in the execution of corporate plans.  

(iii) HR As Vanguard of Employees’ Welfare  

The HR professionals will be held accountable for ensuring that employees 

show commitment and add value to the business of the organization irrespective 

of attending lto their social needs. This goes to underscore the relevance and 

importance of HR approach which holds that organisational goals and human 

needs should be mutual and compatible and that one set need not to be gained 

at the expense of the other. According to Ulrich (1998) HR professionals would 

become champion of employees, vigorously representing their concerns to 

senior management and to increase employees’ commitment to the organization 

and their ability to delivery results.  

(iv) HR As An Innovative Agent  

The HR professionals must work towards initiating change that are focussed on 

creating high performing teams, reduce cycle time for innovation or 

implementing new technology. They should ensure that the organisation’s 

broad vision statements get transformed into specific behaviours tailored 

towards making the vision a reality. As Ulrich (1998) puts it, HR should become 

an agent of continuous transformation, shaping processes and a culture that 

together improve an organization’s capacity for change.  

Change can generate resistance in some cases hence the HR managers as an 

agent of transformation and tactician can by psychological means replace 

resistance with excitement through the application of change models. The 

model must identify the key success factors for change and assess the 

organisation’s strengths and weaknesses regarding each factor.  

(v) Upgrading the Skills of HR Professional  

To be able to cope with the global challenges and be relevant in the current 

century, the quality of HR staff need to be improved. The enterprise need people 

who know the business, understand the theory and practice of HR. Those who 

can manage people effectively and make change happen and have personal 

credibility and integrity. Sometimes such individuals or talents may already 

exist within the organisation but they must be identified and given additional 

qualitative training to sharpen their skills. In sum, the HR professionals cannot 

expand their role in the organisation without the requisite expertise considering 

the current knowledge-driven operating environment. Knowledge is part of 

learning process. It is the accumulated experience and actionable information 
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that exists within an organization. It is information or the capacity to take action 

(Nonaka and Teece, 2001).  

(vi) HR Creating Value in the Organization  

To meet the increased expectations of the organisation, the HR professionals 

must articulate their role in terms of creating value. They must measure their 

effectiveness in terms of business competitiveness and success rather than 

employee comfort or satisfaction. They must lead cultural transformation rather 

than consolidate same in order to turn the enterprise around. In support of the 

foregoing, Brewster (2005) asserts that in increasing flexibility, firms also want 

to change the nature of employee identification and their sense of involvement, 

and this change identity knows few national borders.  

(vii) Business Challenges And Globalisation  

Due to globalisation, enterprise now face business challenges which require the 

organisation to build new capabilities. This innovation has created opportunity 

for the HR professionals to play leadership role in assisting the organisation to 

meet the competitive challenges. With the rapid expansion of the global markets 

as earlier stated, the HR professionals must think globally and transform same 

to meet local needs. They must be more literate in the ways international 

customers are handling commerce and competition than ever before. 

Globalization and Internationalization has given rising concern for processes 

and competencies, more emphasis on customer/client satisfaction, increased 

education and enlightenment of workers amongst others.  

(viii) The Effect of Information Technology In Workplaces  

Information technology has made the world smaller and faster through internet. 

Ideas and large amount of information now move freely and constantly. The 

challenge for the HR Managers is to make good use of what information 

technology offers and to make it to be a viable productive part of work setting 

and tool. New information technology has opened up possibility of greater 

strategic control in companies. The possitilities from such technological 

innovations will provide continued strategic opportunities for companies 

(Lynch, 2006).  

(ix) The Challenge of Privatisation and Liberalization  

The privatization of government companies involves the divestment of public 

holdings in these enterprises for the benefit of single or multiple private 

shareholders or owners. The exercise will usher in a lot of changes within the 
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privatized organization and the HR professionals must brace up to the 

challenges posed by the exercise as it relates to HR planning and management.  

(x) HR and Political Process  

With the democratic changes occurring all the world over, the populace in 

which the work community is inclusive must internalize democracy and 

discharge their civic duties to the country. The HR professional must through 

the process of socialization assist the political authority or the government in 

promoting democratic ideals to enhance stability and progress of the nation. It 

is obvious that a country in crisis will face a decline in economic activities and 

this would in turn affect the operations of corporate entities. The HR 

professionals owe it a duty to contribute towards political stability due to its 

favourable consequences for organizational progress and prosperity.  

(xi) Multi-Skilling Process:  

The pace of change in the HR environment in this era of globalization will 

require the HR professionals to be multi-skilled. They must devote more 

attention to core strategic issues in HR management and be facilitator or change 

initiators and internal consultant to the organization. The process of multi-

skilling endows the HR professionals to function in other capacities and also 

affords them the opportunity to appreciate the job schedule of line Managers.  

(xii) Diversity of Workforce:  

The concept focuses on the attachment of value to individual differences in the 

workplace which is made up of heterogeneous groups. The HR practitioner 

must ensure that no group of members has advantage or disadvantage over the 

other in the workplace. Besides he/she must also ensure that the productivity, 

creativity and commitment of the workforce are maximized while meeting the 

needs of their diverse interests.  

(xiii) The Emergence of Generation Y in Workplace:  

Generation Y are young employees born after 1980 entering the workforce, 

necessitating changes by management and HR alike (Allen, 2003). Based on 

research, Generation Y appears different from previous generations, because 

they are self-confident, generally independent and often pursue multi-career 

paths which require them being managed differently. Generation Y is also 

generally at ease with the requirements of technology and uncertainty which is 

characteristics of the younger employees in the workforce. They also demand 

responsibilities early in their careers and are unafraid of challenging their 

employers policies and procedures. Heathfield (2004) states that these workers 
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will become more like independent contractors, which are typical of generation 

Y. They will also move from workplace to workplace without any hesitation, 

and are akin to free agents who will decide where and why they should work. 

The emergence of this new breed of workforce will create additional 

responsibility for HR practitioners who have to provide a wide range of services 

in a different configuration in a bid to carry this group along in employees’ 

employment relationship.  

(xiv) HR, Reputation Management and Corporate Ethics:  

Reputation management relates to stakeholders’ view or the impression they 

hold about the operational conduct or integrity of an organization. Top 

management and the HR practitioners currently pay high-level attention to 

reputation management and ethics (Schultz, et al., 2003). Due to cases of 

corruption scandals and other vices in organizations, the HR practitioners 

should take the responsibility of facilitating the training of employees in 

sustaining and protecting their organization’s reputation. Besides, HR 

professionals could monitor reputation and ethics in the organization and this 

would assist management to assess its reputation management efforts.  

 

Measuring the Effectiveness of e-HRM 

Practice based e-HRM started earlier than academic research into e-HRM. And 

as the promises of the vendors of e-HRM technology are not achieved and the 

investments to be made in e-HRM are high, scientific research can be of value 

for identifying the reasons for not achieving these promises. The Dutch Ministry 

of Interior Affairs is such an organization that has made the investments in e-

HRM. Although Emplaza, the e-HRM solution of the Ministry, is still under 

construction and therefore the effectiveness at this moment cannot be 

determined, there exists a need for a scientific reflection on Emplaza. However, 

to be able to determine the effectiveness of Emplaza, a research framework is 

needed for measuring the effectiveness of e-HRM. This report elaborates on the 

development of a framework for measuring the effectiveness of e-HRM, and 

the application of the framework within the Dutch MIA. 

 

Acronyms 

A = Attitude towards Using 

BI = Behavioural Intention 

ESS = Employee Self Service 



`SSAAR (JMSE); Journal of  December, 2021 

Management Science and Entrepreneurship  

381 | P a g e  

 

Editions 

E-HRM = Electronic Human Resource Management 

FTE = Full Time Equivalent 

HR = Human Resource 

HRIS = Human Resource Information System 

HRM = Human Resource Management 

IT = Information Technology 

MEA = Ministry of Economical Affairs 

MIA = Ministry of Interior Affairs 

MSS = Management Self Service 

ROI = Return on Investment 

SSC = Shared Service Centre 

TAM = Technology Acceptance Model 

TRA = Theory of Reasoned Action 

UTAUT = Unified Theory of Acceptance and Use of Technology 

U = Usefulness 

For this research the HR function is understood as: 

The HR function is the way in which tasks needed for HRM are organised and 

the way they are executed. In other words, the HR function includes the tasks 

and responsibilities of HR professionals, managers and employees with respect 

to HRM 

The IT for supporting HRM used to be grouped under the name HR Information 

Systems (HRIS). These technologies were directed towards the HR department 

itself (Ruël et al.; 2004). They have the purpose to support the HR department 

staff to execute the processes of the HR function. There is however, a change 

occurring in the use of IT for supporting the HR function (Kovach et al.; 2002). 

Where HRIS were directed to support the HR professionals in performing their 

HR tasks, electronic HRM (e-HRM) applications are, besides directed to 

support HR professionals in performing their HR tasks, also directed to support 

managers and employees performing their HR tasks. E-HRM refers to 

conducting business transactions - in this case HR - using the internet 

(Lengnick-Hall & Moritz; 2003). 

“E-HRM is a way of implementing HR strategies, policies, and practices in 

organizations through a conscious and directed support of and/or with the full 

use web-technology-based channels” (Ruël et al.; 2004, p. 365-366). These 

web-technology-based channels provide the managers and theemployees of the 
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organisation with information as well with the ability to complete HR-related 

transactions (Kovach et al.; 2002). 

Distributors of the e-HRM technology promise several advantages an 

organisation can benefit from when using these technologies. The following 

quote, found on a website of a consultancy agency, which accompanies 

organisations in the implementation of e-HRM technologies, illustrates the 

promises made about such technologies. 

In practice however, the results mentioned above are often not achieved. And 

as the quote, but Lengnick-Hall & Moritz (2003) also mention, the investments 

to be made in such technologies are high. Therefore, it is important that the 

promised results are achieved. 

There is a gap between organisations’ belief in the value of the web-based-

technologies and what organisations are actually achieving from e-HRM 

(Keebler & Rhodes; 2002). There is a need to understand the reasons for this 

gap and the involvement of researchers can contribute to a greater 

understanding of this gap. Obvious is that practice based e-HRM started earlier 

than academic research. What currently is known about e-HRM is based 

primarily on non-scientific surveys and organisational testimonials and 

anecdotes (Lengnick-Hall & Moritz; 2003). 

The School of Business, Public Administration and Technology of the 

University of Twente, the Netherlands, is involved in the research into e-HRM. 

A part of this research is aimed at the impact of e-HRM on the HR system. As 

Lepak et al. (2004) have noticed, “HR systems have emerged as a fundamental 

stream of research” (Lepak et al.; 2004, p. 604). Since the research into 

strategic HRM, many authors stress the necessity to discuss HRM from the 

systematic approach instead of a sum of isolated HRM practices (e.g., Wright 

& McMahan; 1992, Delery; 1998). One of the basic principles of SHRM 

research is that the contribution of HRM on organisations and its individual 

employees is a result of a systematic integration of HR practices within a given 

organisation. Looking at the SHRM literature, it is not difficult to notice how 

diverse HR systems are mentioned: human capital enhancing HR systems 

(Youndt et al.; 1996), high involvement HR systems (Lawler; 1992), 

commitment oriented HR systems (Lepak & Snell; 2002), and high performance 

HR systems. 

 

Introducing e-HRM 

The HR function of an organisation is responsible for complying with the HR 

needs of the organisation. As with other business functions, strategies, policies 
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and practices have to be implemented to ensure smooth operation of the 

organisation and prepare the organisation in such a way that smooth operation 

can be guaranteed in the (nearby) future. Using e-HRM technology is a way of 

implementing these HR strategies, policies and practices. The e-HRM 

technology supports the HR function to comply with the HR needs of the 

organization through web-technology-based channels (Ruël et al.; 2004). The 

e-HRM technology provides a portal which enables managers, employees and 

HR professionals to view, extract, or alter information which is necessary for 

managing the HR of the organisation. 

Lawler III (2005) suggests that e-HRM and it self-service characteristics can be 

the cheapest and fasted way to provide specific HR activities. 

“With e-HRM, managers can access relevant information and data, conduct 

analyses, make decisions, and communicate with others - and they can do this 

without consulting an HR professional unless they choose to do so. For 

example, a manager who wants to make a merit pay decision may access files 

containing text, audio, and video describing how best to make the decision. 

Then, the manager can access the data file containing information on his/her 

employees. With a click of the mouse, the decision is recorded and other 

departments (such as finance) are notified. Hours of processing are reduced to 

minutes, and much paperwork is avoided by the use of this technology 

(Lengnick-Hall & Moritz; 2003, p.366).” 

“With e-HRM employees control their own personal information. They can 

update records when their situations change and make many decisions on their 

own, consulting HR professionals only when they deem it necessary. For 

example, an employee who wishes to increase investments in a retirement plan 

can do so from work or home using the Internet. 

 

E-HRM at the Dutch Ministry of Interior Affairs 

In February of the year 2001, the committee Van Rijn (Rijn; 2001) presented 

the results of their study on the labour market within the public sector of The 

Netherlands. The necessity to appoint this committee was the ever increasing 

efforts required of the public sector to find and retain qualified employees 

(MinBZK; 2006). The reasons for these developments were identified as 

(MinBZK; 2006): 

➢ The lasting economical growth which caused scarcity at the labour 

market 



`SSAAR (JMSE); Journal of  December, 2021 

Management Science and Entrepreneurship  

384 | P a g e  

 

Editions 

➢ The turnover of aged employees and a decreased availability of 

employees of the younger generation 

➢ The decreased recruitment in former years because of the economisation 

of the public sector, which made the public sector less visible at the 

labour market 

➢ Measures for removing sector specific bottle-necks 

➢ Make sector specific arrangements  

➢ Starting innovations 

 

The third point of measures, starting innovations, contains the immediate 

adoption of special taskforces which should implement structural improvements 

within the areas of management and steering, the use of information and 

communication technology, and HRM (MinBZK; 2006).  

 

Emplaza 

Emplaza is a web-based application, which is accessible through the intranet of 

the Dutch MIA. Emplaza provides the employees, managers, and HR 

professionals of the Dutch MIA with the tools and information to perform HR 

activities (Kreffer; 2003). A good way to describe Emplaza is to perceive 

Emplaza as a “peel” build on the front side of the HRIS of the Dutch MIA. 

Every employee, manager, and HR professional has his own entrance 

(personalised portal) into this peel. In this way the “peel” acts as an interface 

between the HRIS and the employees, managers, and HR professionals of the 

organisation, allowing them to retrieve and store HR data that is of concern for 

them. Besides the interface with the HRIS, Emplaza also supports the 

performing of some of the HR activities to be performed by employees, 

managers and HR professionals. Emplaza provides the end-users of the 

technology with the necessary HR data (retrieved from the HRIS databases) and 

supports the workflow of some of these HR activities. Mutations generated 

during the performing of HR activities as well as the process information are 

stored within Emplaza. Some examples of HR activities supported by Emplaza 

at the Dutch MIA are: 

➢ Travel expenses declarations 

➢ Relieve requests 

➢ Consulting management information 

➢ Changing personal information 
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Objective of this research 

As mentioned earlier, organisations have in recent years heavily invested in IT 

for the support of different business functions. The HR functions of 

organisations are no exception. IT has been developed for the support of 

different parts of the HR function. The use of these technologies has however 

preceded the scientific research about the impact of these technologies. It is 

therefore not clear what the impact of some of these technologies is. This is also 

the case for the use of e-HRM to support the HR function. There are a lot of 

aspects of e-HRM that remain unclear. However, the goals for implementing e-

HRM are aimed at the improvement of the HR system of the organisation. It is 

therefore expected that the use of e-HRM technologies has an impact on the 

performance of the HR system, but also on the structure and characteristics of 

the HR function. Although the characteristics of public organisations are 

different from those of private organisations, it is expected that the use of e-

HRM technology also has an impact on the HR system of public organisations. 

 

Preliminary theoretical framework for measuring e-HRM effectiveness 

To reach the objective of this research, a framework must be developed that 

enables the researchers to measure the effectiveness of e-HRM and apply this 

framework within the Dutch MIA to measure the effectiveness of Emplaza. As 

mentioned before, the effectiveness of the HR system is expected to be 

dependant on the use of e-HRM. Therefore it is important to adopt the use of e-

HRM within the framework to measure e-HRM effectiveness. 

 

Research path 

This paragraph will elaborate on the research path for the research into e-HRM 

effectiveness and the application of the research framework within the Dutch 

MIA. For answering question one it is necessary to uncover the blocks, or 

constructs, of the preliminary theoretical framework into research components. 

These research components of a construct characterise specific parts of the 

construct and enable data gathering on the construct with the use of research 

instruments.  

 

Theoretical framework for measuring e-HRM effectiveness 

This chapter is aimed to give insights in how to answer the first question of this 

research: 
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How to measure the effectiveness of e-HRM?  

The preliminary theoretical framework consisted out of three blocks that 

together were expected to enable the measurement of the effectiveness of e-

HRM. These blocks were: 

➢ E-HRM goals 

➢ The use of e-HRM 

➢ The impact of e-HRM on the effectiveness of the HR system 

 

E-HRM goals 

In this paragraph the “e-HRM goals” block of the preliminary theoretical 

framework will be uncovered. As mentioned in the introduction, the 

investments to implement e-HRM technologies are high. Organisations thus 

have reasons to implement these technologies otherwise the investments would 

not be justifiable. What are organisations trying to achieve with these 

technologies? What are the goals of the implementation of e-HRM 

technologies? Organisations strive for different goals to be achieved with the 

implementation of e-HRM technologies. For recruitment, organisations are 

utilising their own web sites ever better because of the rising costs of web 

advertising and decreasing ease of finding qualified applicants (Cober et al.; 

2004. Other organisations strive for a better overall financial performance 

(Buckley et al.; 2004).  

 

Unfolding the e-HRM goals 

Although public organisations have other characteristics than private 

organisations, it is expected that the e-HRM goals of public organisations are 

the same as those of private organisations. Therefore, the e-HRM goals 

identified by Ruël et al. (2004) are used as a starting point for identifying the e-

HRM goals of the organisations involved in this research. 

The report of the committee Van Rijn (2001) supports these expectations. The 

e-HRM goals identified above could be related to the suggestions made by the 

committee Van Rijn (2001). 

This will be elaborated below. 

 

Cost reduction / efficiency gains 

In the year 2002 a survey was conducted by WatsonWyatt (2006) to research 

the impact of e-HRM technologies. Cost reduction was found to be a top metric 
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in formal business cases for the adoption of the e-HRM technology. As public 

organisations have a monopoly position in providing their services to civilians 

and organisations (public and private) they have the responsibility of meeting 

the needs of these civilians and organisations (Rijn; 2001). It is therefore 

important to act responsible with resources acquired from civilians and 

organisations; save cost whenever possible and work as efficient as possible. As 

mentioned before, cost reduction is often a reason for implementing e-HRM 

technologies. Different authors (e.g. Ruël et al.; 2004, Watsonwyatt; 2006) have 

suggested that the implementation of e-HRM are driven by cost reduction goals 

of the HR system.  

There are two areas were costs could be reduced through the implementation E-

HRM technologies, namely (described by Lengnick-Hall & Moritz; 2003): 

-Full Time Equivalent (FTE) of the HR department 

-Costs of administration 

- Reducing use and distribution of paper 

- Reducing costs of HR transactions 

The goal of gaining efficiency is often related to the goal of reducing costs. 

However, there are some aspects which can be measured which cannot be 

categorised under cost reduction goals but may lead to costs reduction. The 

survey of Watsonwyatt (2006) for example mentions productivity improvement 

as one of the four top metrics used to justify the implementation of e-HRM 

technologies. Besides this, the automation and provision of HR activities 

enables streamlining of the HR processes which can lead to reduced cycle times 

of the HR processes (Lengnick-Hall & Moritz; 2003). Therefore, the efficiency 

gains advantages can be categorised under: 

➢ Productivity of the HR professionals 

➢ Cycle times of HR activities 

 

Client service improvement / facilitating managers and employees 

MSS and ESS are as mentioned earlier the key concepts of e-HRM. With MSS 

and ESS, organisations are trying to meet the HRM needs of managers and 

employees and at the same time support the organisational business objectives 

(Keebler & Rhodes; 2002). The committee Van Rijn (2001) concluded that in 

contemporary times were there is a shortage of qualified employees, the 

employees became at least as important as the customers (civilians and 

organisations) of the public sector. The committee suggested therefore that 
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employees should be kept satisfied and motivated and improving the service 

provided by the HR department is mentioned as a part of the solution. It is 

therefore expected that the adoption of e-HRM technologies at the Dutch MIA 

was driven by need for client service improvements. 

 

Improving the strategic orientation of HRM 

In the literature the role of strategic partner of HRM is researched extensively 

(e.g. Armstrong, 2005, Baird & Meshoulam; 1988, Cascio, 2005, Ferris et al.; 

1999) “The HR function can and increasingly is making significant 

contributions to building an organization that is staffed by the right human 

capital to carry out the work of the firm and enable the accomplishment of 

business strategy (Lawler III & Mohrman; 2003, p. 16).” The committee Van 

Rijn (2001) was appointed to research the problems of staffing the public sector 

with qualified employees and retain these employees. The committee Van Rijn 

(2001) mentions the role the HRM could have in solving these problems. In this 

way the HRM could play a significant role in strengthening the position of the 

public sector in the labour market. 

However, this required the renewal of the HR system and use of IT (MinBZK; 

2006). It is therefore expected that the adoption of e-HRM technologies at the 

Dutch MIA was driven by the need of an increased strategic orientation of 

HRM. 

The link with the implementation of e-HRM technology is according Lawler III 

& Mohrman (2003) that the technology frees up time in the HR organisation 

which can be spent on the activities related to the strategic role of HR. The 

authors divided the design and planning of organisational development further 

in: 

➢ HR planning activities: The forecasting of HR needs and the projected 

matching of individuals with expected job vacancies (adapted form Daft; 

2000) 

➢ Organisational development activities: The application of activities for 

improving organisational performance through increasing its ability to 

cope with environmental changes, improve internal relationships, 

increasing problem solving capabilities and the full use of human 

potential (adapted from Daft; 2000, 2001) 

➢ Organisational design activities: Defining the set of formal tasks 

assigned to individuals and departments, formal reporting relationships 



`SSAAR (JMSE); Journal of  December, 2021 

Management Science and Entrepreneurship  

389 | P a g e  

 

Editions 

(including lines of authority, decision responsibility, number of 

hierarchical levels, span of managers’ control), and the design of systems 

to ensure effective coordination of employees across departments 

(adapted from Daft; 2000) 

➢ Strategic planning activities: Deciding about action steps how to attain 

organizational goals (Definition adapted from Daft; 2000) 

 

Allowing integration of HR functions 

According to Ruël et al. (2004), the need for integration of the HR function can 

be an e-HRM goal. Although, the authors found this goal within international 

organisations it is expected that this e-HRM goal also can be found within the 

public sector as the adoption of a Shared Service Centre HRM is initiated by 

the Dutch Ministries. The committee Van Rijn (2001) concluded tat the 

different HR functions of the different parts of the public sector should be 

integrated into a single Shared Service Centre HRM. Another suggestion made 

by the committee was outsourcing parts of the HR function to the private sector. 

IT should enable the integration of the dispersed HR function and therefore 

could be HRM goal for the adoption of e-HRM technologies within the Dutch 

MIA. Lepak & Snell (1998) state that IT can be of support when the HR function 

is to be integrated as different parts of the HR function are provided by different 

parties (managers, employees, HR professionals or even other organisations). 

There are however two conditions for the integration of the HR function (Ruël 

et al.; 2004). These conditions were used to measure the intention of the 

organisation to integrate the dispersed HR functions and are: 

➢ Standardisation of the HR function: Equalise the content of the HR 

processes of different organisations (public or / and private) 

➢ Harmonisation of dispersed HR functions: Enable cooperation of the HR 

function of different organisations (public or / and private) 

 

Clarity of e-HRM goals 

“The goals that drive parties, stakeholders, and individuals in organisations 

will set a framework for the real e-HRM applications and approaches to be 

implemented (Ruël et al.; 2004, p. 367).” In other words, the goals for 

implementing e-HRM technologies of a specific organisation have an influence 

on the use of the technology. It is therefore important that the goals are 
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interpreted right by the end-users or else it might lead to unintended use of the 

technology. Ruël (2001) elaborates on the clarity of spirit of office technology.  

 

The use of the e-HRM technology 

In this paragraph the actual “use of the e-HRM” technology block of the 

preliminary theoretical framework will be will be uncovered. 

 

Uncovering the block of the “use of the e-HRM” of the preliminary 

theoretical framework 

To understand how the information technology is used to perform the HR 

activities it is important to consider three aspects: 

➢ The e-HRM activities 

➢ The type of technological support for e-HRM 

➢ The user acceptance of the e-HRM technology 

 

The implementation of the e-HRM technology has the consequence that specific 

HR activities are devolved to managers and employees and thus the 

implementation of e-HRM technology influences the division of HR 

responsibilities. 

 

E-HRM activities 

As described in the introduction chapter, self-service for managers and 

employees are the key concepts of e-HRM. Managers and employees, when 

using the e-HRM web-basedtechnologies, are made responsible for fulfilling 

some of the activities of the HR function. In this way a new HR architecture is 

created. In this study HR architecture refers to a ‘map’ of responsibilities of 

different parties for the fulfilment of HR activities.  

 

Time spent on HR activities by HR professionals 

The e-HRM technology enables managers and employees to take care of some 

of the activities under the HRM umbrella themselves without the intervention 

of an HR professional (Lengnick-Hall & Moritz; 2003). This has consequences 

for the job content of the HR professionals. “Less administrative tasks for the 

HR department and therefore less administrative positions, more focus on 

strategic goals of the organisation and therefore an HRM staff consisting 

mainly of ‘thinkers’ (Ruël et al.; 2004, p. 369).” “Getting run-of-the-mill things 
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done electronically frees up HR people to do more important stuff face-to-face 

(Trapp; 2001, p. 31).” Gardner et al. (2003), Hempel (2004) but also Snell et al. 

(1996) see a role for the HR professional in maintaining and developing e-HRM 

applications. Stanton & Coovert (2004) even see a bridging role for HR 

professional between IT and its end-users. The use of e-HRM technology is 

expected to lead to changes in the time spent by HR professionals on: 

➢ Strategic activities 

➢ IT activities 

➢ Administration activities 

➢ Supporting managers 

➢ Supporting employees 

 

The impact of e-HRM on the effectiveness of the HR system 

In this paragraph the actual “impact of e-HRM on the HR system” block of the 

preliminary theoretical framework will be uncovered. 

 

Figure 14, Uncovering the “impact of e-HRM on the HR system” block of 

the preliminary theoretical framework 

The previous paragraph elaborated on how the use of e-HRM technologic might 

have an impact on the HR system. This impact can be analysed from two 

different perspectives, namely: 

➢ The impact of e-HRM technology on the HRM performance 

➢ The impact of e-HRM on the job of the HR professional 

 

The HR policies and programmes 

An HR policy, used in this context, does not mean an HR policy manual. The 

HR policies do not contain rules prescribing the HR activities to be performed. 

They however, provide guidelines flowing from the strategic business needs to 

align the different HR activities to create an HR system that contributes to the 

same business needs. HR programmes are the 

efforts, which should be undertaken to align these HR activities. (Schuler; 1992) 

Thus, the HR policies provide guidelines for HRM issues related to the strategic 

needs of the organisations and HR programmes represent coordinated efforts to 

implement these policies related to the strategic needs (Lepak et al.; 2004). 
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The HR practices and processes 

The HR practices describe how behaviour of employees can be directed to 

contribute to organisational performance. They describe what the HR system 

should try to achieve with the employees. Three roles are necessary to achieve 

the right behaviour of employees. The roles for the HRM are (Schuler; 1992): 

➢ Leadership role 

➢ Managerial role 

➢ Operational role 

 

These roles contain statements about what the HR system should achieve. A 

statement from the managerial role could be for example: “Give people the 

freedom they need to do their jobs (Schuler; 1992).” This level describes actual 

HR practices implemented in specific circumstances and enhances accuracy in 

measurement (Lepak et al.; 2004).  

 

Performance of the HR system 

Before the impact of the e-HRM technology on the performance of the HR 

system is studied, it is important to know how the performance or effectiveness 

of the HR system can be measured. The effectiveness of the HR system is since 

the mid 1990s heavily debated (Hailey et al.; 2005). The reason for this is that 

it is not clear to what extent HRM contributes to the firm performance. Different 

studies have focussed on different aspects of the effectiveness of the HR system. 

Some studies focus solely on financial numbers like return on investment, assets 

or equity while others focus on the balanced score card to gather other data as 

well as customer and employee indications (Hope Hailey et al.; 2005).  

 

HR efficiency 

As stated earlier, many consultants claim that e-HRM contributes to the 

effectiveness of the organisation. One way of researching these claims is to look 

at the performance outcomes of the organisations. Four outcomes of firm 

performance can be related to HR (Dyer & Reeves; 1995). The four outcomes 

are HR outcomes as turnover and absenteeism, organizational outcomes as 

productivity and financial outcomes such as return on investment and capital 

market. Other authors as Huselid (1995) and Buckley et al (2004) use similar 

indicators in their research such as productivity, turnover and return on 

investment.  
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Return on investment 

When companies are investing in technologies, they expect certain benefits due 

to this technology. Automation should bring immediate value to the 

organisation according to Buckley et al. (2004). In addition, it is expected that 

the implementation of an e-HRM technology should create value for the HR 

department. Return on investment (ROI) is probably the most often used metric 

for measuring efficiency. When viewed from an economic perspective, for 

instance automated employee selection technologies can provide a substantial 

ROI for organisations and reducing operating and hiring costs (Buckley et al.; 

2004). The expectation is that the adoption of e-HRM technologies can provide 

a substantial ROI for an organisation as well. Although ROI is a financial 

outcome it will be used as an HR outcome in this research as the ROI of the e-

HRM technologies for the research framework is going to be measured on the 

HR level. 

ROI is a viable measurement tool for identifying if the investment is worth 

investing. Although there are many, different ways to calculate return on 

investment it often has two key elements: 

➢ The costs of the technology 

➢ The savings or revenues these technologies generate 

 

Different types of costs were identified for example (Phillips et al.; 2001): 

➢ Requirement analysis costs 

➢ Development costs 

➢ Implementation costs 

➢ Operating costs 

➢ Evaluation costs 

➢ Overhead 

 

The first costs are the requirement analysis costs as most organisations before 

they start with a project conduct a need analysis. Then, there are the 

development costs of the e-HRM technology, which belong often to the most 

significant costs categories and it includes the designing and developing and/or 

investing of a specific e-HRM program (application), and investing in the 

needed materials like hardware. Another substantial cost that has to be made is 

the cost of implementation of the e-HRM technology. During the 

implementation phase of the project to program has to customised and 
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configured in such a way that it fits the organisation. Processes of the e-HRM 

technologies and processes of the organization are integrated in order to create 

a workable e-HRM technology. 

Besides the costs, you also need the savings or the revenues the investment 

realises. The savings and revenues used for calculating the ROI were divided 

into four aspects (Phillips et al.; 2001): 

➢ Output increases 

➢ Savings on costs concerning quality 

➢ Cost savings on operation and overhead 

➢ Time savings  

 

Productivity 

HRM intensity has a direct positive effect on productivity (Sels et al; 2006). 

Different authors look different towards productivity. It also depends in which 

market an organisation is operating. Some authors use sales per employee as 

definition for productivity (Huselid; 1995) while others use value added per 

working hour because it is less cost sensitive then sales (Sels et al.; 2006, 

Giampietro et al.; 1993). Moreover, by using working hour or FTE instead of 

the number of HR professionals so the actual hours are measured (Sels et 

al;2006). Productivity is an organisational outcome when you measure the 

productivity of employees.  

 

HR Effectiveness 

The multiple constituency approach of Tsui & Milkovich (1987) states that, as 

an HR system wants to be effective, it should meet its stakeholder’s 

expectations and demands. Guest & Peccei (1994) confirm that the multiple 

constituency approach, were the HR system should meet stakeholders needs and 

demands, is an indicator of the effectiveness of the HR system. They also 

considered the analysis of different levels the HR system important, just as 

Lepak et al. (2004) have stated. Guest & Peccei (1994) concluded the following 

about effectiveness of the HR system: 

➢ At the highest level there should be an integration of the HR strategy 

with the organisation’s business strategy. 

➢ At the policy level there should be consistency of focus, although more 

research is perceived necessary. 

➢ At the process level it is important how different activities are performed. 
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Effectiveness of the three levels is related to effectiveness of the HR system 

(Guest & Peccei; 1994). Although the research sample of Guest & Peccei (1994) 

contained only HR professionals and managers, their conclusions are expected 

to be useful. Therefore, an elaboration is made on how to measure effectiveness 

at the three different levels. Another distinction is the distinction between 

different types of personnel.  

 

The job of the HR professional 

E-HRM not only has an impact on the performance indicators of the HR system. 

As the use of the e-HRM technology also drives a change in the HR architecture, 

and therefore changes the time spent of HR professionals on specific HR 

activities, it is also expected that is has further consequences for the HR 

professional. 

 

The roles of the HR professional 

The typology of Ulrich (1997) can be used to describe the different roles to be 

preformed by HR professionals as business partners within an organisation. 

Four roles for HR professionals are defined based on the variations of two 

dimensions: strategy versus operational and people versus processes (see figure 

16). An important point to consider is that Ulrich (1997) states that the HR 

professionals as business partner does fulfil all four the roles. There exists some 

criticism about the typology of Ulrich (Boselie & Paauwe; 2005 and Caldwell; 

2003).  

 

Figure 16, Four roles of HR professionals (adapted from Ulrich; 1997) 

Partner in strategic execution 

The organisation’s executive team is responsible for the strategy of the 

organisation. HR, as a part of this executive team should impel and guide 

discussions of how the organization should be organised to carry out its strategy. 

The responsibilities of the HR department are the following: 

➢ Defining an organisational architecture 

➢ Conducting an organisational audit to detect problems that require 

immediate improvements 

➢ Identify methods for renovating the parts of the organisational 

architecture that need it 

➢ Take stock of its own work and set clear priorities 
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This role requires additional skills and competences of the HR professional. 

Therefore HR professionals need training or education in order to perform these 

analytical tasks properly. (Ulrich; 1998) 

 

Summary (e-HRM support) 

Every single e-HRM activity had to be analysed as every e-HRM activity is 

supported differently. Some of the activities are performed by all the three 

clusters of end-users. 

Emplaza supports fifty-one HR activities on an informational manner, thirty on 

a relational  manner, and three on a partially transformational manner. No 

transformational supported e-HRM activities were found. This could be caused 

by: 

➢ The MIA itself, or the vendors of the technology not being ready for the 

developments, or not having the intention to adopt transformational e-

HRM support 

➢ The characteristics of transformational e-HRM support of the framework 

might not be composed properly  

 

Other interesting points found were: 

➢ The role of the HR professionals within Emplaza is small 

➢ The relational supported HR activities were formerly subjected to 

bureaucratic procedures 

➢ The improvement of service quality to employees is realised by the 

provsion of relational e-HRM activities 

➢ The facilitation of managers is realised by informational supported HR 

activities 

➢ The relational supported activities are mainly initiated by employees 

➢ Parts of an HR activity that are not supported on an informational manner 

are also not supporte d on a relational manner 

➢ The informational support components of the activities that are also 

supported on a relational manner increase the easiness of performing an 

e-HRM activity. It is important to have a good informational basis for 

these e-HRM activities 

➢ Specific e-HRM activities are not suitable for all the types of support 

➢ E-HRM supports employees and managers to perform sophisticated HR 

activities, but only when they are properly supported 
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➢ The danger of the further devolving of e-HRM activities by managers to 

not qualified assistants 

 

Research findings (the user acceptance of Emplaza) 

The master thesis on the appraisal of ESS and the effectiveness of the HR policy 

within the Dutch MIA contains a passage on the user acceptance and use of IT, 

end-user satisfaction with IT, and personal and organisational characteristics 

that together have an impact on the HR system of the MIA. The important 

conclusions, related to this research are summed up now (Pasveer; 2005): 

➢ Gender, age, education and function do not have a significant effect on 

end-user satisfaction and the perceived efficiency of Emplaza 

➢ HR professionals are more satisfied with Emplaza as employees and 

managers are 

➢ There is no significant difference in the perceived efficiency of Emplaza 

between HR professionals, employees, and managers 

➢ Understanding and knowledge of IT do not have a significant effect on 

user satisfaction 

➢ Understanding and knowledge of IT has a significant positive effect on 

the perceived efficiency of Emplaza 

➢ Effort expectancy of end-users has a significant positive effect on user 

satisfaction and the perceived efficiency of Emplaza 

➢ Training in the use of Emplaza has a significant positive effect on user-

satisfaction and the perceived efficiency of Emplaza 

➢ The support and encouraging of end users has a significant positive effect 

on enduser satisfaction and the perceived efficiency of Emplaza 

➢ Involvement and participation of end-users has a significant positive 

effect on user satisfaction and the perceived efficiency of Emplaza 

➢ The amount of information available on Emplaza has a significant 

positive effect on the on user satisfaction and the perceived efficiency of 

Emplaza 

 

In the years 2005 and 2006, employee satisfaction studies were conducted 

within the Dutch MIA related to the culture program Leo (TNO; 2006). The 

following results are interesting related to this research (TNO; 2006): 
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In a presentation made by the project manager of Emplaza (presented 28 

November 2006) opinions of different end-users regarding Emplaza were 

summed up. The following opinions of end-users were mentioned: 

➢ Employees: 

o Like the overviews of their personal information 

o Like the increased transparency of HR policies and HR data 

o Like single data entry 

o Like the decrease of cycle times of HR activities 

o Are concerned about privacy 

➢ Managers: 

o Like the signals for as example birthdays, sickness etc. 

o Like the relieve overviews of the department 

o Like the possibility of benchmarking 

o Like the increased amount of control 

o Like the accessibility of management information 

o Are concerned about the decrease in personal contact; an expected 

side effect o Are disappointed by the absence of information on 

the presence of employees 

o HR professionals: 

o Like the data controlling aspect of IT 

o Like the support of the processes by Emplaza 

o Like the fact that e-HRM made HRM important 

o Dislike the speed of the technology 

 

As Emplaza is a web-based tool, it allows the counting of hits of the different 

sites. As every activity is performed within in a different “screen” the counting 

of hits on “screens” allows the analysis of how often every activity is opened. 

Although the amount of hits is precise, it is however possible that an HR activity 

is not as often performed as the sites has been hit. An employee for example 

may try to fill in some Ikap requests before actually submitting the request. In 

this way the transparency of HR policies is increased.  

 

REFERENCES 
Arthur, J. B. (1994). Effects of human resource systems on manufacturing performance and 

turnover. Academy of Management Journal, 37, 670–687. 

Amstrong, G. (2005), Differentiation through people: How can HR move beyond business 

partner, Human Resource Management, Vol. 44, No. 2, P. 195-199 



`SSAAR (JMSE); Journal of  December, 2021 

Management Science and Entrepreneurship  

399 | P a g e  

 

Editions 

Barney, J. (1991). Firm resources and sustained competitive advantage. Journal of 

Management, 17, 99–120. 

Barney, J. B. (1995). Looking inside for competitive advantage. Academy of Management 

Executive, 9, 49–61. 

Barney, J., & Wright, P. M. (1998). On becoming a strategic partner: The role of human 

resources in gaining competitive advantage. Human Resource Management, 37, 31–46. 

Beamish, P. W. (1993). The characteristics of joint ventures in the People’s Republic of 

China. Journal of International Marketing, 1, 29–48. 

Becker, B., & Gerhart, B. (1996). The impact of human resource management on 

organizational performance: Progress and prospects. Academy of Management Journal, 

39, 779–801. 

Bjorkman, I., & Fan, X. (2002). Human resource management and the performance of 

western firms in China. International Journal of Human Resource Management, 13, 853–

864. 

Caplan, J. (2003). The battle for talent: Are there really no rules of engagement? China Staff, 

10, 1–5. 

Cheng, D. (2005). Exploring the ways to build an effective SOE managerial rewarding system 

(Jianquan Guaoqi Jingyingzhe jili jizhi de ruogan duice). Enterprise Economy (Qiye 

Jingji) (in Chinese), 4, 35–37. 

China State Statistics Bureau. (2005). China statistical year book. Beijing: China Statistics 

Publishing House (Zhongguo tong ji chu ban she). 

Delaney, J. T. (1997). Unions, human resource innovations, and organizational outcomes. In 

D. Lewin, B. Kaufman, & D. Sockell (Eds.), Advances in industrial and labour relations 

(Vol. 7, pp. 207–245). Greenwich, CT: JAI Press. 

Delaney, J. T., & Huselid, M. A. (1996). The impact of human resource management 

practices on perceptions of organizational performance. Academy of Management 

Journal, 39, 949–969. 

Delery, J. E., & Doty, D. H. (1996). Modes of theorizing in strategic human resource 

management: Tests of universalistic, contingency, and configurational performance 

predictions. Academy of Management Journal, 39, 802–835. 

Deng, H. (2005, May 13). The development of the reform of China’s state-owned enterprise. 

Guangming Daily (in Chinese). 

Ding, D. Z., & Akhtar, S. (2001). The organizational choice of human resource management 

practices: A study of Chinese enterprises in three cities in the PRC. International Journal 

of Human Resource Management, 12, 946–964. 

Ding, D., Fields, D., & Akhtar, S. (1997). An empirical study of human resource 

management policies and practices in foreign-invested enterprises in China: The case of 

Shenzhen special economic zone. International Journal of Human Resource Management, 

8, 581–600. 

Ding, D. Z., Ge, G. L., & Warner, M. (2001). A new form of Chinese human resource 

management? Personnel and labour-management relations in Chinese township and 

village enterprises: A case-study approach. Industrial Relations Journal, 32, 328–343. 

Ding, D. Z., & Warner, M. (2001). China’s labour-management system reforms: Breaking 

the “three old irons” (1978–1999). Asia Pacific Journal of Management, 18, 315–334. 

Drost, E. A., Frayne, C. A., Lowe, K. B., & Geringer, J. M. (2002). Benchmarking training 

and development practices: A multi-country comparative analysis. Human Resource 

Management, 41, 67–86. 

Dyer, L. (1984). Linking human resource and business strategies. Human Resource Planning, 



`SSAAR (JMSE); Journal of  December, 2021 

Management Science and Entrepreneurship  

400 | P a g e  

 

Editions 

7, 79–84. 

Dyer, L., & Reeves, T. (1995). Human resource strategies and firm performance: What do 

we know and where we need to go? International Journal of Human Resource 

Management, 6, 656–670. 

Guest, D. E., Michie, J., Conway, N., & Sheehan, M. (2003). Human resource management 

and corporate performance in the UK. British Journal of Industrial Relations, 14, 291–

314. 

Guo, H., & Suo, Z. (2005). Exploring the reasons for the failure of performance appraisal 

(Jixiao Kaohe shibai de tanxi yu tuice). Northern Economy and Trade (Beifang Jingmao) 

(in Chinese), 2, 59–60. 

Guthrie, J. P. (2001). High-involvement work practices, turnover, and productivity: Evidence 

from New Zealand. Academy of Management Journal, 44, 180–190. 

Hartog, D. N. D., & Verburg, R. M. (2004). High performance work systems, organizational 

culture and firm effectiveness, Human Resource Management Journal, 14, 55–78. 

Huselid, M. A. (1995). The impact of human resource management practices on turnover, 

productivity, and corporate financial performance. Academy of Management Journal, 38, 

635–672. 

Ichniowski, C., & Shaw, K. (1999). The effects of human resource management practices on 

economic performance: An international comparison 32 HUMAN RESOURCE 

MANAGEMENT, Spring 2008 Human Resource Management DOI: 10.1002/hrm of US 

and Japanese plants. Management Science, 45, 704–721.  

Jennings, P. D., Cyr, D., & Moore, L. F. (1995). Human resource management on the Pacific 

Rim: An integration. In L. F. Moore & P. D. Jennings (Eds.), Human resource 

management on the Pacific Rim: Institutions, practices, and attitudes (pp. 351–379). 

Berlin: de Gruyter. 

Larkin, L. (2005, July 5). Skills crisis puts Chinese dragon on the back foot. Personnel Today, 

p.10. 

Law, K., Tse, D., & Zhou, N. (2003). Does human resource management matter in a 

transitional economy? China as an example. Journal of International Business Studies, 

34(3), 255–265. 

MacDuffie, J. P. (1995). Human resources bundles and manufacturing performance: 

Organizational logic and flexible production systems in the world auto industry. Industrial 

and Labor Relations Review, 48, 197–221. 

Nolan, P. (2001). China and the global business revolution. Houndmills, UK: Palgrave. 

Peng, M. W. (2000). Business strategies in transition economies. Newbury Park, CA: Sage. 

Rogg, K. L., Schmidt, D. B., Schull, C., & Schmitt, N. (2001). Human resource practices, 

organizational climate and customer satisfaction. Journal of Management, 27, 431–449. 

Rowley, C., Benson, J., & Warner, M. (2004). Towards an Asian model of human resource 

management? A comparative analysis of China, Japan and South Korea. International 

Journal of Human Resource Management, 15, 917–933. 

Satow, T., & Wang, Z. M. (1994). Cultural and organizational factors in human resource 

management in China and Japan: A cross-cultural and socio-economic perspective. 

Journal of Managerial Psychology, 9(4), 3–11. 

Shen, J. (2004). International performance appraisals: Policies, practices and determinants in 

the case of Chinese multinational companies. International Journal of Manpower, 25, 547–

563. 

 


