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ABSTRACT 

 

Intense global competition and swiftness of changes emphasize the importance of 

human capital within organizations, as well as the rapidity and ways of knowledge-gaining 

of that capital. 

 

This research investigates the role of aspects of Strategic Human Resources 

Management (SHRM) in the Jordanian Mobile Telecommunications Industry, and their 

being potential sources of creating company competitive advantage. The analysis is based 

on a case study of Zain, Orange and Umniah Telecommunications and the cooperative 

relationships formed by the company in response to the increasingly dynamic and 

competitive environment. 

 
After conducting the necessary tests and examinations, Zain, Orange and Umniah 

proved to be amongst those organizations that are aware of the fact that human resources 

do make a difference in the performance of the organization. These organizations 

acknowledge the significance of their employees in making a difference in their companies 

and providing the essential ingredient for its competitive advantage through SHRM.  

 

Accordingly, it was evident that a good fit within the organization can lead to several 

positive benefits. People are more committed to their organizations, more satisfied with 

their jobs, and earn more than people who don’t learn to fit in with their organizations. 

Furthermore, people who are well socialized, trained and content with the organization 

they work in are less likely to quit their jobs and more likely to build successful careers 

within the organization. The extent to which both organizational and individual 

socialization, training and human behavior processes support a good person-organization 

fit will define the extent to which that individual has been successfully integrated within 

the company and hence considered a source of competitive advantage. 

 

Key Words: Strategic Human Resource Management, Competitive Advantage, 

Socialization, Training Practices, Human Resource Behaviors. 



 

  خلاصة

 
هناك منافسة عالمية شديدة وسرعة في التغيير تؤكد أهمية رأس المال الإنساني من خلال المنظمات، إلى جانـب                  

  . السرعة وأساليب اكتساب المعلومات لرأس المال هذا
  

تقوم هذه الدراسة بتفحص سلسلة الإستراتيجيات الخاصة بإدارة القوى البشرية في صناعة الاتصالات الخلوية              
 لكل من شركة   ةتقوم التحليلات على دراسة حال    .  للشركة ةينافستنشاء أفضلية   لإ لةتممح مصادر   كومو.ردنيةالأ

   .ورانج وأمنية للاتصالات والعلاقة التعاونية التي أنشأا الشركة تجاوبا مع البيئة التنافسية المتزايدةأزين، 
  

اتيجيات العمل والتي تسهم في تشكيل ـج التنـافس          تم إجراء مناقشات مفصلة عن العلاقة التعاونية واستر       
المعلومـات  . وهذه العناصر الرئيسية تم فحصها من خلال تحليل المعلومات المستلمة من عينة الدراسـة             . التنظيمي

 المستعملة في التحليل تم جمعها من مصادر مختلفة، المعلومات المبدئية التي تقرر العينة تم جمعها من مقابلات شخصية،                 
كما تم الحصول على معلومات أخرى بشكل مباشر من شركات العينة           . ة للشركات قع الالكتروني ااستشارات والمو 

  . من خلال بنود استبيان كمي وكيفي
  

 ضمن هذه المنظمات الواعية امنية أأورانج وأ زين و فقد أثبتتبعد اجراء الفحوصات الضرورية والاختبارات
التغيير الناتج عـن      أهمية كما تقر هذه الشركات   .  له باع طويل في انجازات الشركة      لحقيقة كون العنصر الإنساني   

 إدارة المـوارد    ها التنافسي من خلال   موقعلضمان  المقومات الضرورية   بتزويدها  إضافة إلى   , موظفيهمأداء وجهود   
  ).SHRM ( البشرية الإستراتيجية

  
الشركة مع أهداف   لموظفيهاقة الأهداف الشخصيةة ومطاب ملائم على الشركاتعليه، كان من الواضح أن

هؤلاء الأفراد . عن وظائفهماهم رضزيادة  أكثر لمنظمام وإلى التزام الموظفين مما يؤدييق منافع ايجابية، لتحق
قل أ م وأكما,  مع منظمام التي يعملون معهايتقاضون تعويضات أكثر من الناس الذين لم يتعلموا على التلاؤم

إن المدى الذي .  في بناء مستقبل وظيفي ناجح ضمن منظمام وشركاميرغبون للاستقالة من وظائفهم ورغبة
تعمل فيه الشركة أو المنظمة على تقديم الدعم الإنساني والتدريب والمشاركة الجماعية سيعمل على تحديد مدى 

 .منافس للشركة أو المنظمةكون ذاك الشخص ناجحا ومندمجا في الشركة ومن ثم يعتبر مصدر امتياز 

  

الموارد تصرفات جتماعية، التدريب، الإالتنشئة تنافسية، اليزة المستراتيجية، الإ ةدارة الموارد البشريإ: ةالكلمات الدال
 .ةالبشري
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1. INTRODUCTION  

 

Organizations are increasingly looking at human resources as a unique asset that can 

provide sustained competitive advantage. The changes in the business environment with 

increasing globalization, changing demographics of the workforce, increased focus on 

profitability through growth, technological changes, intellectual capital and the never-

ending changes that organizations are undergoing have led to increased importance of 

managing human resources (Devanna, Fombrum, & Tichy, 1981; Wright, 1998). A human 

resource (HR) department that is highly administrative and lacks strategic integration fails 

to provide the competitive advantage needed for survival, thus losing its relevance. 

Huselid and Becker (1997) found that there were noticeable financial returns for 

organizations whose human resource management (HRM) systems have achieved 

operational excellence and are aligned with strategic business goals. According to Ulrich 

(1998), a major role of HR personnel is to become a strategic business partner. Youndt 

and Scott (1996) find that firms employing HR practices according to the stated strategy 

are regarded as having better perceptual performance. 

 

Singh (2003) gives a broader approach to looking at strategic human resources 

management (SHRM) by integrating various functions and establishing the linkage of these 

functions with the business plan. It is important not only to identify HR competencies in 

concurrence with the business needs and to develop selection and development practices 

to secure those competencies, but also to evolve and implement a performance evaluation 

plan that links the performance of the employees to the strategic goals.  

 

Knowledge is important for organizational performance, and by implementing a human 

resource strategy to develop the knowledge worker and to retain the knowledge, a firm 

can understand how to create, transfer, and use it effectively to develop a competitive 

advantage.   

 

As a result, knowledge has emerged as the most strategically significant resource of 

the firm (Grant, 1996b) and is built into the very nature of the firm (Penrose, 1959). 

Knowledge workers are not labor, they are capital (Drucker, 2002). The loyalty of 

knowledge workers and the ways to minimize turnover are critical management problems 

(Alvesson, 2000).   
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1.1 Thesis Structure 

 

The rest of the research is structured as follows: Chapter 2 presents the literature 

review of the frameworks relevant to the research; Chapter 3 presents the research 

methodology, variable operationalizations, and methods used to study the hypotheses; 

Chapter 4 presents the empirical results of the research and their theoretical and practical 

implications. Finally, Chapter 5 discusses the conclusions/results of the research and the 

researcher’s recommendations for SHRM-adopting companies.  

 

The structure of the thesis is depicted in Figure 1. 

 

 
 
 
 
 
 
 
 

Figure 1 ~ Thesis Structure 
 

 

1.2 Research Problem 

 

Wright, McMahan, and McWilliams (1994) proposed that it is through the human 

resource capital pool (here replaced with tacit knowledge and the knowledge creation 

process) and employee behavior that human resources can constitute a sustained 

competitive advantage. Thus, managers can implement human resource practices that can 

positively impact the knowledge creation process and, as a result, the strategic goals of 

the firm. A manager can use human resource practices such as developmental 

assignments, formal training opportunities, and compensation to create new tacit 

knowledge and new explicit knowledge, and to reduce tacit knowledge loss by reducing 

employee turnover. Given the dynamic environment and the criticality of knowledge 

workers, firms must have human resource practices that promote continuing skill 

development. 
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Figure 2 ~ A Model of Human Resource Management as a source of Sustained Competitive Advantage  

 Source: Knowledge Worker: Human Resource Strategy to Achieve a Competitive Advantage  
 Doctorial Student Richard L. Jayne  

 
 

General studies indicate that there is a relationship between employee socialization, 

conversion of explicit knowledge to tacit knowledge through formal training (knowledge 

creation) and human resource behavior in creating and sustaining organization competitive 

advantage.  

 

The understanding in the Jordanian companies about the relation between HRM as a 

strategic element in developing competitive advantage is not well developed. This research 

aims to investigate the impact of SHRM aspects in Jordan’s telecommunications system in 

developing such advantages throughout chapter 4. 

 

Accordingly, three questions immediately emerge: 

1. Can human resource practices that promote socialization (developmental 

assignments and project teams) be the foundation for creating and developing a 

competitive advantage? 

2. Can human resource practices such as formal training be the foundation for 

creating and developing competitive advantage? 

3. Can human resource behavior be a source of creating and developing competitive 

advantage when gained knowledge is reflected through employee performance? 
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1.3 Research Objectives 

 

The objectives of this research are to examine the role that strategic human resource 

practices play in developing competitive advantage, and what the firms need to do to 

ensure the development of the knowledge worker and to diffuse knowledge to others in 

the firm, through exploring the: 

1. Effectiveness and relationship between human resource practices that promote 

socialization, such as orientation programs, developmental assignments, project teams, 

etc. in creating and developing competitive advantage. 

2. Effectiveness and relationship between human resource practices, such as formal 

training, in creating and developing competitive advantage through internalization. 

3. Effectiveness and relationship between human resource behavior and developing 

competitive advantage. 

 

1.4 Research Importance 

 

As the number of knowledge workers increases in the workforce, human resource 

management plays a critical role in creating and engaging the critical knowledge required 

to sustain a competitive advantage. Drucker (1993) maintains that knowledge workers are 

unlike previous generations of workers, not only in the high levels of education they have 

obtained, but also because in knowledge-based organizations, they own the organization’s 

means of production, i.e., knowledge. The international economies are in the process of 

changing from a society based on industrial technology, organization, and values to one 

based on knowledge and information (Vega & Lacey, 1996).  

 

Performance of knowledge-based industries depends on organizations attracting, 

holding, and motivating knowledge workers (Drucker, 2003).  

 

Therefore, the importance of this research is linked to the significance of developing 

unique human resource practices in the Jordanian mobile telecommunication industry that 

affect both the HR capital pool and the overall human resource behavior towards achieving 

the organization’s goals through developed and sustainable competitive advantages. 
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1.5 Research Hypothesis 

 
 
Hypothesis 1: 

 
Ho: There is no significant statistical relationship between socialization activities and 

developing a competitive advantage (α 0.05) 

 
 
 
Hypothesis 2: 

 
Ho: There is no significant statistical relationship between training practices/programs 

developing a competitive advantage (α 0.05) 

 

 
 
Hypothesis 3: 

 
Ho: There is no significant statistical relationship between human resources behavior and 

developing a competitive advantage (α 0.05) 

 

 
 

1.6 Research Scope 

 

As defined above, this research focuses on the competitive advantage of a chosen 

group of technology-based Jordanian firms. In order to study competitive advantage, data 

on relatively intangible factors were regarded as necessary.  

 

Since one of the objectives set for this research was to articulate and examine the role 

that strategic human resource practices play in developing competitive advantage, 

practical implications for Jordanian firms that consider human resources management as a 

strategic partner were to be studied. However, the number of Jordanian firms at this time 

that met the selection criteria was not large. Hence, the focus of the research was 

concentrated on the Jordanian telecommunications firms Zain, Orange and Umniah. 

 

Since firm growth in the number of employees is an important facet of competitive 

advantage, the size of the selected firms in number of employees was not restricted. 

Instead of size, the specific specialization of the selected telecommunication companies 

was restricted; all three firms are private mobile/home/land service providers. Therefore, 
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Express Telecom was excluded from the research, since it is often mistaken for an already 

established and licensed mobile service provider. 

 

The empirical data that are used in this research should not be confused with the 

theoretical focus of the research. The purpose of the data is to make it possible to test 

hypotheses of how aspects of strategic human resources management can derive 

competitive advantage from their relevant activities. The results of the tests are then to be 

generalized from this rather specific sample of firms to the entire population of 

organizational and institutional companies/firms that incorporate Human Resources 

Departments as a strategic partner in their organizational map – naturally within the 

limitations of such generalizations. 

 

1.7 Research Approach 

 

The fact that few studies have thus far focused on the role/effect of Strategic Human 

Resources Management (SHRM) in developing company competitive advantage could 

justify an explorative or descriptive research approach. While there is little existing 

research on the specific topic of this research in the Middle East region, the matter of HRM 

as a strategic partner essential for the development of competitive advantage in general 

has been studied extensively abroad, through which most of this research’s references was 

based on. Thus, the existing body of knowledge in strategic human resources management 

and competitive advantage can be regarded as relatively well organized, which justifies 

adoption of an explanatory approach and development of relatively strong hypotheses. 

  

1.8 Research Methodology 
 

The following paragraphs discuss the methodology used in the research. First, the 

steps in selecting the sample are explained. Then, the process of collecting data from the 

sample firms themselves is discussed.  

 

 Universe and Sample 

 

The universe of the research was chosen based on the results of personal interview and 

consultation with HR professionals who identified the Jordanian Mobile Telecommunications 

industry to be the major current business which considers its human resources 

management to be of strategic importance to the organization.  
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Accordingly, the research sample was derived from and consisted of the senior 

executives in human resources management and line positions in the three major mobile 

telecommunications companies, namely Zain, Orange and Umniah; the sample size ranged 

between 40-60 professionals.  

 

 Data Collection 

 
The literature data were collected from various available secondary resources that 

include published articles, books, past studies and website materials. 

 
You will find that the research concentrates on the Descriptive and Inferential 

Analytical Approaches in testing its hypotheses in order to determine the nature of the 

relationship between the independent and the dependant variables. Empirical measures 

are utilized to establish this relationship through the aid of the a statistical analysis 

software. 

 
Descriptive research involves attempting to define or measure a particular observable 

fact, usually by attempting to estimate the strength or intensity of behavior or the 

relationship between two behaviors. In other words, these research approaches set out to 

describe the field in a comprehensive way. 

 

1.9 Research Limitations 

 

The researcher faced lack of resources and case studies in the Middle East that tackle 

the core issue of the thesis with regards to linking SHRM with achieving and sustaining 

competitive advantage within the organization; hence, was obligated to rest upon previous 

studies, articles and case studies of western studies when discussing the theoretical 

section. 

 
Nevertheless, this constraint in the specific matter of ensuring HRM’s more proactive 

role in the decision-making process was an encouragement to further insist on the 

research of human resources as a strategic partner to a company as opposed to just 

merely being a support function. In some small way, it is hoped that this research could be 

considered a pilot research in the field of humanitarian studies, and specifically in the 

human resources field - which has become to be considered a phenomenon in the region 

as of late – and interesting enough to encourage fellow researchers to further study and 

investigate in the field. 
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Another major constraint faced by the researcher was the fact that the research 

population/sample does not prefer nor allow for the distribution of study questionnaires 

within their organizations; therefore, it was a great challenge being able to first grab the 

attention and then ultimately get the consent of the HR Directors within the companies to 

allow for the distribution of the questionnaire between their HR supervisors and line 

managers, and then to gather the information which eventually lead to the formation of 

this research.  

 

In addition, the companies would not disclose information regarding the total number 

of employees within the company, along with the breakdown in number of line and 

department managers; therefore the researcher was forced to mention the exact number 

of questionnaires that were ultimately gathered for the purposes of the research as 

opposed to the percentage of collected data to the total population per company. 



 

 

 

 

 

 

 

 

 
 
 

 

Literature Review 
 
 
 
 
 
 
 

 

 

Chapter Two 



Chapter 2 – Literature Review 

 8 

 

2. LITERATURE REVIEW 

 

This section reviews the available relevant literature to this research. The review 

consists of three major parts. The first part reviews some fundamental definitions and 

properties of strategic human resources management. The second part defines the concept 

of competitive advantage and reviews relevant theoretical approaches to it. The third part 

introduces and defines selected aspects of SHRM practices which are central to the 

development of company competitive advantage.  

 

2.1 Strategy and Human Resources Management 

 

When discussing business strategy, Boxall and Purcell (2003, pg. 28) argue that “it is 

possible to find strategy in every business because it is embedded in the important choices 

managers and staff of the firm make about what to do and how to do it”. It is referred to 

by them as “strategic choice” or as the strategies firms adopt in dealing with strategic 

problems. A further dimension to this is that strategy is directed towards maintaining the 

viability of the organization and/or producing sustained advantage in the markets in which 

the organization exists.  

 

A key issue to be resolved is how Human Resources Management (HRM) plays a part in 

influencing the direction and shape of the evolving strategy. Furthermore, if HRM is 

considered an integral part of the process of strategic choice, how is its influence affected? 

As with business strategy, it might be that strategic HRM is seen as contributing to 

strategic choice within the organization by either maintaining viability or producing a 

sustained advantage.  

 

Strategic HRM emphasizes the need for Human Resource (HR) plans and strategies to 

be formulated within the context of overall organizational strategies and objectives, and to 

be responsive to the changing nature of the organization’s external environment. It is a 

model which, like all models, requires interpretation and adaptation by practitioners to 

ensure the most suitable fit between HR and business strategies and plans. Thus, the 

overall themes of Strategic Human Resource Management (SHRM) are the integration of 

the adherence of all HRM functions to broad organizational goals, and responsiveness to 

the external environment.  
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The term ‘strategy’ is used to explain both the processes (e.g., organizational 

restructuring) and the outcomes (market position) of chosen long-term directions. It can 

be either a conscious, planned activity or a series of events which lead to a desirable 

objective.   

 

Thus, SHRM is concerned with ensuring a strategic ‘alignment’ or ‘fit’ between business 

and HRM strategies. It necessarily involves an evaluation of the likely impacts of both the 

external and internal organizational environment, the long-term goals of the organization 

and the ways in which HRM strategy will enable the adaptation of human resources 

towards these goals.  

 

Nankervis, Compton and Baird (2000) identified three types of linkages between HR 

and organizational strategies. First, there is the accommodative type. Here, HR strategies 

simply follow organizational strategies, accommodating the staffing needs of already 

chosen business strategies. In this sense, ‘strategic’ indicates that HRM is to follow the 

organization’s business strategy. Second, there is the interactive type. It is characterized 

as a two-way communication process between HRM and corporate planning whereby HRM 

contributes to, and then reacts to, overall strategies. For this type, strategic HRM asserts 

that HRM is an active contributor to strategy development and execution. Third, there is a 

type known as fully integrated. For this type the HR specialist is intimately involved in the 

overall strategic process in both formal and informal interactions – a real reflection of 

strategic human resource management in practice (Nankervis et al, p. 37). The degree of 

involvement will extend to HRM being fully represented at the senior management level 

and HR personnel actively participating in strategic decisions, and might even involve an 

HRM appointment to the Board of Directors.  

 

Many authors question the underlying philosophies and practical applications of HRM 

models. Similar concerns are raised about SHRM; its managerial focus, strategic 

perspectives and ‘realities’ of HR practice have been questioned by several writers (Legge 

1995; Guest 1997). SHRM is certainly concerned primarily with contributing to the ‘bottom 

line’ success of an organization, which may sometimes involve a unitarist approach to the 

management of employees.  

 

The strategy concept has developed as an important aspect of management since the 

dynamics and complexity of the world and business environment have increased. It is 

evident that the various schools of theory are incomplete, and debates over their merits 

because they are based in different paradigms.  
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There is a major division between theories that see strategy as deliberate, i.e., the 

planned approach and performance designed by senior management, and those that see 

strategy as evolving actions arising from discourse and networks of individuals within the 

organization.   

 

This leads to the understanding that the notion of strategy is not value-neutral. How it 

is defined and used in organizations will impact the conceptualization of human resource 

management. Furthermore, the various studies of the notion of strategic human resource 

management and performance, and the subsequent discrepancies in results, only attest to 

the different constructs of strategy.  

 

So, in the human resource literature there has been a debate over the compatibility 

between an integrated and consistent HR strategy and the need for alignment with 

business needs (Legge 1995; Boxall & Purcell 2003). This dilemma has focused on the 

issue of whether all organizations should pursue a high commitment (best practice) bundle 

or adopt a more flexible, approach, allowing business units to aim for best fit with the 

external environment. Purcell (2004) has moved beyond this debate by rejecting the 

universal best practice solution as unsuitable to different business situations, and the best-

fit concept as mismatched with the dynamic and strategic approach.  

 

More generally, this reinforces the notion that the categories which the more rational 

perspectives on strategy treat as unproblematic – competence, the environment, 

competitiveness are themselves all constructs, not things in themselves. The means of 

them shift as they are positioned in the strategic story and in how they relate to each 

other.  

 

 Strategic Human Resources Management 

 

SHRM involves the development of a consistent, aligned collection of practices, 

programs (strategies), and policies to facilitate the achievement of the organization’s 

strategic objectives (Mello, 2002). 

 

The SHRM literature is rooted in “manpower” planning, but it is the work of influential 

management experts (e.g., Ouchi, 1981) affirming the importance of the effective 

management of people as a source of competitive advantage, that encouraged academics 

to develop frameworks emphasizing the strategic role of the HR function (e.g., Beer et al., 

1985; Fombrun et al., 1984) and attaching the prefix “strategic” to the term ‘human 

resource management’. 
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Interest among academics and practitioners in linking the strategy concept to HRM can 

be explained from both the ‘rational choice’ and the ‘constituency-based’ perspective. 

There is a managerial logic in focusing attention on people’s skills and intellectual assets to 

provide a major competitive advantage when technological superiority, even once 

achieved, will quickly erode (Barney, 1991; Pfeffer, 1994, 1998a). 

 

 Concepts and Models 

 

In spite of the increasing volume of research and scholarship, the precise meaning of 

strategic HRM and HR strategy remains problematic. It is unclear, for example, which of 

these two terms relates to an outcome or a process (Bamberger & Meshoulam, 2000). For 

Snell et al. (1996, p. 96), SHRM is an outcome: “organizational systems designed to 

achieve sustainable competitive advantage through people”. For others, however, SHRM is 

viewed as a process: “the process of linking HR practices to business strategy’ (Ulrich, 

1997, p. 89). Similarly, Bamberger and Meshoulam (2000, p. 6) describe SHRM as ‘the 

process by which organizations seek to link the human, social, and intellectual capital of 

their members to the strategic needs of the firm”. 

 

According to Ulrich (1997, p. 190) “HR strategy” is the outcome: “the mission, vision 

and priorities of the HR function”. Consistent with this view, Bamberger and Meshoulam 

(2000, p. 5) conceptualize HR strategy as an outcome: “the pattern of decisions regarding 

the policies and practices associated with the HR system”. The authors go on to make a 

useful distinction between senior management’s “espoused” HR strategy and their 

“emergent” strategy. The espoused HR strategy refers to the pattern of HR-related 

decisions made but not necessarily implemented, whereas the emergent HR strategy 

refers to the pattern of HR-related decisions that have been applied in the workplace.  

Thus, “espoused HR strategy is the road map … and emergent HR strategy is the road 

actually traveled” (Bamberger & Meshoulam, 2000, p. 6).  

 

We begin the discussion of SHRM and HR strategy with a focus on the link between 

organizational strategy formulation and strategic HR formulation.  

 

In Figure 3, the two-way arrows on the right-hand side (showing both downward and 

upward influence on strategy) depict this type of proactive model. 
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Figure 3 ~ Hierarchy and strategic decision making 

 

At the other end of the continuum is the “reactive” orientation, which sees the HR 

function as being fully subservient to corporate and business-level strategy, and 

organizational-level strategies as ultimately determining HR policies and practices. Once 

the business strategy has been determined, an HR strategy is implemented to support the 

chosen competitive strategy. This type of reactive orientation would be depicted in Figure 

3 above by a one-way downward arrow from business- to functional-level strategy.  
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In this sense, an HR strategy is concerned with the challenge of matching the 

philosophy, policies, programs, practices and processes – the ‘five Ps’ – in a way that will 

stimulate and reinforce the different employee role behaviors appropriate for each 

competitive strategy (Schuler, 1992). 

 

The importance of the environment as a determinant of HR strategy has been 

incorporated into some models. Extending strategic management concepts, Bamberger’s 

(2000) model depicts links between three poles: the environment, human resource 

strategy and the business strategy (Figure 4). In the hierarchy of the strategic decision-

making model (see Figure 3 above), the HR strategy is influenced by contextual variables 

such as markets, technology, national government policies, European Union policies and 

trade unions. Purcell and Ahlstrand (1994) argue, however, that those models which 

incorporate contextual influences as a mediating variable of HR policies and practices tend 

to lack “precision and detail” in terms of the precise nature of the environment linkages, 

and that “much of the work on the linkages has been developed at an abstract and highly 

generalized level” (p. 36). 

 

Figure 4 ~ Environment as a mediating variable for human resource management strategies 
Source: Bamberger 2000 

 

In the late 1980s, Purcell made a significant contribution to research on business–HRM 

strategy. Drawing on the literature on “strategic choice” in industrial relations (e.g., 

Kochan et al., 1986) and using the notion of a hierarchy of strategy, Purcell (1989) 

identified what he called “upstream” and “downstream” types of strategic decisions. The 

upstream or “first order” strategic decisions are concerned with the long-term direction of 

the corporation. If a first order decision is made to take over another enterprise, a second 

set of considerations applies concerning the extent to which the new operation is to be 

integrated with or separate from existing operations.  
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These are classified as downstream or “second order”, strategic decisions. Different HR 

strategies are called “third-order” strategic decisions because they establish the basic 

parameters for managing people in the workplace. Purcell (1989, p. 71) wrote, “[in theory] 

strategy in human resources management is determined in the context of first-order, long-

run decisions on the direction and scope of the firm’s activities and purpose … and second-

order decisions on the structure of the firm”. 

 

In a major study of HRM in multidivisional companies, Purcell and Ahlstrand (1994) 

argue that what actually determines HR strategy will be determined by decisions at all 

three levels and by the ability and leadership style of local managers to follow through 

goals in the context of specific environmental conditions. Case study analysis has, 

however, highlighted the problematic nature of strategic choice model-building.  

 

Another part of the strategic HRM debate has focused on the integration or “fit” of 

business strategy with HR strategy. This shift in managerial thought, calling for the HR 

function to be “strategically integrated”, is depicted in Beer et al.’s (1984) model of HRM. 

The authors adopted the need to establish a close two-way relationship or “fit” between 

the external business strategy and the elements of the internal HR strategy:  

“An organization’s HRM policies and practices must fit with its strategy in its 

competitive environment and with the immediate business conditions that it faces” (Beer 

et al., 1984, p. 25). The concept of integration has three aspects: 

••  the linking of HR policies and practices with the strategic management process of the 

organization; 

••  the internalization of the importance of HR on the part of line managers; 

••  the integration of the workforce into the organization to foster commitment or an 

“identity of interest” with the strategic goals. 

 

Not surprisingly, this approach to SHRM has been referred to as the “matching” model. 
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 The Matching Model 

 

Early interest in the “matching” model was evident in Devanna et al.’s (1984: pg. 37) 

work: “HR systems and organizational structure should be managed in a way that is 

congruent with organizational strategy”. This is close to Chandler’s (1962) distinction 

between strategy and structure and his often-quoted maxim that “structure follows 

strategy”. In the Devanna et al. model, HRM–strategy–structure follow and feed upon one 

another and are influenced by environmental forces (Figure 5).  

 

Similarly, the notion of “fit” between an external competitive strategy and the internal 

HR strategy is a central tenet of the HRM model advanced by Beer et al. (1984). The 

authors emphasize the analysis of the linkages between the two strategies and how each 

strategy provides goals and constraints for the other. There must be a “fit between 

competitive strategy and internal HRM strategy and a fit among the elements of the HRM 

strategy” (Beer et al., 1984, p. 13). The relationship between business strategy and HR 

strategy is said to be “reactive” in the sense that HR strategy is subservient to “product 

market logic” and the corporate strategy. The latter is assumed to be the independent 

variable (Purcell & Ahlstrand, 1994).  

 

As Miller (1987) emphasizes, “HRM cannot be conceptualized as a stand-alone 

corporate issue. Strategically speaking it must flow from and be dependent upon the 

organization’s (market oriented) corporate strategy”. There is some theorization of the link 

between product markets and organizational design, and approaches to people 

management. Thus, for example, each competitive strategy involves a unique set of 

responses from workers, or “needed role behaviors”, and a particular HR strategy that 

might generate and reinforce a unique pattern of behavior (Cappelli & Singh, 1992; 

Schuler & Jackson, 1987). HRM is therefore seen to be “strategic by virtue of its alignment 

with business strategy and its internal consistency” (Boxall, 1992). 
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Figure 5 ~ Devanna et al.’s strategic human resource management “matching model”  

    Source: Devanna et al. (1984)  
 

 

 Evaluating Strategic Human Resources Management and Models of Human     
     Resources Strategy 
 

Existing conceptualizations of SHRM are predicated upon the traditional rational 

perspective to managerial decision-making – definable acts of linear planning, choice and 

action – but critical organizational theorists have challenged these assumptions, arguing 

that strategic decisions are not necessarily based on the output of rational calculation.  

 

The assumption that a firm’s business-level strategy and HR system have a logical, 

linear relationship is questionable given the evidence that strategy formulation is informal, 

politically charged and subject to complex contingency factors (Bamberger & Meshoulam, 

2000; Monks & McMackin, 2001). As such, the notion of consciously aligning business 

strategy and HR strategy applies only to the “classical” approach to strategy (Legge, 

1995). Those who question the classical approach to strategic management argue that the 

image of the manager as a reflective planner and strategist is a myth. Managerial behavior 

is more likely to be uncoordinated, frenetic, ad hoc and fragmented. 
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The political perspectives on strategic decision-making make the case that managerial 

rationality is limited by lack of information, time and “cognitive capacity” as well as that 

strategic management is a highly competitive process in which managers fiercely compete 

for resources, status and power. Within such a management milieu, strategies can signal 

changes in power relationships among managers (Mintzberg et al., 1998).  

 

Alternatively, strategic decision-making may be conceptualized as a “discourse” or 

body of language-based communication that operates at different levels in the 

organization. In this regard, Hendry (2000) argues persuasively that a strategic decision 

takes its meaning from the discourse and social practice within which it is located, such 

that a decision must be not only effectively communicated, but also “re-communicated” 

until it becomes embodied in action. This perspective reaffirms the importance of 

conceptualizing management in terms of functions, contingencies and skills as well as the 

leadership competence of managers. Whatever insights the different perspectives afford on 

the strategic management process, critical organizational theorists have suggested that 

the term “strategic” is no longer fashionable in management thought and discourse, 

having gone from “buzz-word to boo-word” (Thompson & McHugh, 2002, p. 110). 

 

A second limitation of SHRM and HR strategy theory is the focus on the connection 

between external market strategies and HR function. It is argued that contingency analysis 

relies exclusively on external marketing strategies (how the firm competes) and disregards 

the internal operational strategies (how the firm is managed) that influence HR practices 

and performance (Purcell, 1999).  

 

In an industry in which a flexible, customized product range and high quality are the 

key to profitability, a firm can adopt a manufacturing strategy that allows, via new 

technology and self-managed work teams, for far fewer people, but ones who are 

functionally flexible, within a commitment HR strategy regime. The major limitation of a 

simple SHRM model is that it privileges only one step in the full circuit of industrial capital. 

To put it in another way, the SHRM approach looks only at the realization of surplus value 

within product markets rather than at complex contingent variables that constitute the full 

transformation process. As Purcell (1999, p. 37) argues, “we need to be much more 

sensitive to processes of organizational change and avoid being trapped in the logic of 

rational choice”. 
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Another limitation of most current studies examining SHRM is the conceptualization of 

managerial control. The basic premise of the typologies of HR strategy approach is that a 

dominant HR strategy is strongly related to a specific competitive strategy. Thus, the 

commitment HR strategy is most likely to be adopted when management seek to compete 

in the marketplace by using a generic differentiation strategy. This might be true, but the 

notion that a commitment HR strategy follows from a real or perceived “added-value” 

competitive strategy is more problematic in practice. Moreover, it is misleading to assume 

that managerial behavior is not influenced by the indeterminacy of the employment 

contract and by how to close the “gap” between an employee’s potential and actual 

performance level. Reflecting on this problem, Colling (1995, p. 29) correctly emphasizes 

that “added-value” [differentiation] strategies do not preclude or prevent the use of 

managerial control over employees … few companies are able to operationalize added-

value programs without cost-constraints and even fewer can do so for very long”. Others 

have gone beyond the “organizational democracy” rhetoric and acknowledge that “It is 

utopian to think that control can be completely surrendered” in the “postmodern” work 

organization (Cloke & Goldsmith, 2002, p. 162). 

 

Consistent with our earlier definition of strategy – as a specific pattern of decisions and 

actions – managers do act strategically, and strategic patterns do emerge over a period of 

time (Thompson & McHugh, 2002). One strategic decision and action might, however, 

undermine another strategic goal. In a market downturn or recession, for example, there 

is a tendency for corporate management to improve profitability by downsizing and 

applying more demanding performance outcomes at the unit level.  

 

This pattern of action constitutes a strategy even though manifesting a disjunction 

between organizational design and employer–employee relations. As Purcell (1994) points 

out, an organization pursuing a strategy of acquisition and downsizing might “logically” 

adopt an HR strategy that includes the compulsory layoff of non-core employees and, for 

the identifiable core of employees with rare attributes, a compensation system based on 

performance results. In practice, the resource-based approach predicts a sharp 

differentiation within organizations “between those with key competencies, knowledge and 

valued organizational memory, and those more easily replaced or disposed of” (Purcell, 

1999, p. 36). In such a case, the business strategy and HR strategy might “fit”, but, as 

Legge (1995, p. 126) points out, these HR policies and practices “although consistent with 

such a business strategy, are unlikely to generate employee commitment” (1995, p. 126). 

Thus, achieving the goal of “close fit” of business and HR strategy can contradict the goal 

of employee commitment and cooperation. 
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It is important to emphasize that however committed a group of managers might be to 

a particular HR strategy (e.g., the commitment HR strategy); there are external conditions 

and internal “structural contradictions” at work that will constrain management action 

(Streeck, 1987). The kind of analysis explored here is nicely summed up by Hyman’s 

pessimistic pronouncement that “there is no “one best way” of managing these 

contradictions, only different routes to partial failure” (1987, quoted in Thompson & 

McHugh, 2002, p. 108).  

 

2.2 Competitive Advantage 

 

Critical to a corporation's growth and prosperity is gaining and retaining competitive 

advantage. Although corporations may pursue many paths to this end, one that is 

frequently not recognized is capitalizing on superior human resource management. 

Currently, many companies recognize the growing importance of their human resources, 

but few are conceptualizing them in strategic terms - in ways to gain a competitive 

advantage. As a result, many companies forego the opportunity to seize competitive 

advantage through human resource practice initiatives. However, there are a few 

companies that do not forego the opportunity. 

 
The firm is regarded as a cohesive organism, which learns to adopt or find better ways 

of doing things essentially in response to its environment. The question then is what really 

the firm should do to maintain or to optimize its situation in its changing environment? 

Should it focus on its financial situation, its technology, or its human resources? To answer 

this question we should at first see what other researchers have concluded. Barney (1991) 

suggests that, in order for a resource to qualify as a source of sustained competitive 

advantage, the resource must add value to the firm, it must be rare, it must be inimitable 

and it must be non-substitutable. Wright, et al (1994) has shown that human resources 

meet Barney’s criteria for being a source of sustainable competitive advantage. Coff 

(1994) argues that human assets are a key source of sustainable advantage because of 

causal ambiguity and systematic information making them inimitable.  

 
Guest (1990) says that if management trust their workers and give them challenging 

assignments, workers in return will respond with high motivation, high commitment and 

high performance. Gratton (1997) identified six factors for success: the commitment of top 

management; the motivation and aspirations of recruits; the core capabilities of the 

management team; the team’s aspiration; its ability to build and maintain alliances; and 

the integration of the business into a global network. What does that mean to us? It 

means that sources of competitive advantage have shifted from financial resources to 

technology resources and now to human capital.  
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In other words, success does not depend primarily on the size of the budget or the 

products supporting technologies; it really depends on employee’s attitudes, competencies 

and skills; their ability to generate commitment and trust, communicate aspirations and 

work in complex relationships. Now we know that one of the sources of competitive 

advantage is the employees. Then what is needed to achieve competitive advantage 

through them? The answer lies in competitive strategy and human resource practices.  

 

 Competitive Strategy  

 

Historical Review 

In the literature on and for capitalist management, the notion of strategy has become 

increasingly popular. The strategy concept extracted from the Greek word “strategos”, a 

general, which in turn comes from roots meaning “army” and “lead” (Legge 1995: 96); but 

the Greeks provided no clear description. Conventionally, strategy is assumed to involve 

the planning and directing of the organization towards some goals and objectives. In any 

business, there are certain market-related issues which are strategic, and there are also 

certain market-related decisions which are strategic. These sets of strategic decisions are 

interrelated. We need a theory of strategy, which acknowledges both and does not 

downplay one or the other. 

 

A strategy, whether it is an HR strategy or any other kind of management strategy, 

must have two key elements: there must be strategic objectives (i.e. things the strategy is 

supposed to achieve), and there must be a plan of action (i.e. the means by which it is 

proposed that the objectives will be met). Schermerhorn (1993) defines strategy as a 

comprehensive plan of action that sets critical direction for an organization and guides the 

allocation of its resources.  

 

What is competitive strategy? Porter (1985) defines the competitive strategy as the 

positioning of a company in its competitive environment, and also poses two important 

questions: 

1. What is the structure or the attractiveness of the industry which the company is in? 

2. What is the company’s position in its competitive environment? 
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To answer the first question a company, as an organization, should analyze its industry 

by focusing on the following points (industrial analysis): 

1. Begin with understanding your industry. 

2. Focus attention on significant forces. 

3. Watch out for industry change. 

 

To answer the second question (competitive position), a further question arises: How 

does a company achieve superior performance? 

 

To be a superior performer in any industry, the company must have a sustainable 

competitive advantage which its rival cannot copy or duplicate.  

 

The competitive advantage can be sustained by one of the following two ways (Porter 

1985);  

1. Either the company can be lucky enough to come up with something that its rivals 

cannot copy, which is very rare, or 

2. The company is improving so fast that its rivals can not catch up.  

 

 Competitive Advantage  

 
When a firm is implementing a value creating strategy not simultaneously being 

implemented by any current or potential competitors, then we can say the firm has a 

competitive advantage. And when a firm is implementing a value creating strategy not 

simultaneously being implemented by any current or potential competitors and when these 

other firms are unable to duplicate the benefits of this strategy, then we can say the firm 

has a sustained competitive advantage (Barney 1991). 

 

There are two major models that have to be considered when discussing competitive 

advantage. The first one is the position or environmental model and the second one is the 

resource-based view model. 
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 The Position or Environment Model  

 
In order to achieve a competitive advantage, the firm is required to make a choice 

about the type of competitive advantage it seeks to attain and the scope within which it 

will attain it. Choosing the competitive scope or the range of the firm’s activities can play a 

powerful role in determining competitive advantage because it aims to establish a 

profitable and sustainable position against the forces that determine industry competition. 

 
Csikszentmihalyi (1988) noted that what we call creative is never the result of 

individual action alone; it is the product of three main shaping forces: a set of social 

institutions, or field, that selects from the variations produced by individuals those that are 

worth preserving; a stable cultural domain that will preserve and transmit the selected 

new ideas or forms to the following generations; and finally the individual, who brings 

about some change in the domain, a change that the field will consider to be creative. 

Creativity is a phenomenon that results from interaction between these three systems. 

Without a culturally defined domain of action in which innovation is possible, the person 

cannot even get started. And without a group of peers to evaluate and confirm the 

adaptiveness of the innovation, it is impossible to differentiate what is creative from what 

is simply statistically improbable or bizarre (Dean 1998). 

 
Schuler and Jackson (1987) have derived from Porter’s discussion of competitive 

advantage three competitive advantage strategies that organizations can use to gain 

competitive advantage: innovation, quality enhancement and cost reduction. 

 
Innovation Strategy  the primary focus here is developing products or services different 

from those of competitors or offering something new and different. A vital component of 

any innovation strategy is getting employees to broaden their skills. 

 
Quality Enhancement Strategy  the primary focus here is enhancing the product and/or 

services. Quality enhancement often means changing the processes of production in ways 

that require workers to be more involved and more flexible. 

 

Cost Reduction Strategy  firms typically attempt to gain competitive advantage by being 

the lowest cost producer. 

 

The question is who brings the innovation, quality and cost reduction strategy to the 

firm? It is believed that it comes from the right employee who is motivated by the right 

human resources practices. In the next sections, issues of how the right employee is 

motivated will be tackled. 
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 The Resource-Based View Model  

 

What are the firm resources? 

Firm resources include all assets, capabilities, organizational processes, firm attributes, 

information, knowledge, etc. controlled by a firm that enable the firm to conceive of and 

implement strategies that improve its efficiency (doing things right) and effectiveness 

(doing the right things). In the language of traditional strategic analysis, firm resources 

are strengths that firms can use to conceive of and implement their strategies. Firm 

resources can be conveniently classified into three categories: physical capital resources, 

human capital resources and organizational capital resources. 

 

Physical capital resources include the physical technology used in a firm, a firm’s plant 

and equipment, its geographic location, and access to raw materials. Human capital 

resources include the training, experience, judgment, intelligence, relationships and insight 

of individual managers and workers in a firm. The organizational capital resources include 

a firm’s formal reporting structure, its formal and informal planning, controlling, and 

coordinating systems, as well as relations among groups within a firm and between a firm 

and those in its environment (Barney 1991: 101). 

 

The resource-based view of the firm is presently being advertised as an alternative 

theory of strategy to that developed by Porter. Instead of focusing on positioning in the 

product market, it argues that firms achieve sustainable competitive advantage by 

developing resources, which add unique or rare value, which can’t easily be copied by 

others. Thus the firm with superior access to physical resources, which others can not buy, 

holds a superior advantage.  

 

Barney (1991) suggests that in order to understand sources of sustained competitive 

advantage, it is necessary to build a theoretical model that begins with the assumption 

that firm resources may be heterogeneous and immobile. To have this potential, a firm 

resource must have four attributes: 

••  It must be valuable, in the sense that it exploits opportunities and/or minimizes threats 

in a firm’s environment. 

••  It must be rare among a firm’s current and potential competition. 

••  It must be imperfectly imitable. 

••  There can not be strategically equivalent substitutes for this resource that are valuable 

but neither rare nor imperfectly imitable. 
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Firm resources can be imperfectly imitable for one or a combination of three reasons: 

1. The ability of a firm to obtain a resource is dependent upon unique historical 

conditions. 

2. The link between the resources possessed by a firm and firm’s sustained competitive 

advantage is causally ambiguous. 

3. The resource generating a firm advantage is socially complex. 

 

Wright, et al. (1994) has shown that the human resources can be a source of 

competitive advantage because they meet the criteria for being a source of sustainable 

competitive advantage. Human resources add value to the firm, are rare, cannot be 

imitated and are not sustainable. Also they have characterized human resources by unique 

historical conditions, causal ambiguity and social complexity, which means that not all 

firms can successfully develop human resources as a sustained competitive advantage 

through imitating the HR practices of firms that have successfully developed human 

resources.  

 

Pfeffer (1994) has issued sixteen practices of competitive advantage through people: 

 

••  Employment security ••  Incentive Pay ••  Wage compression ••  Information sharing 

••  Long-term 

perspective 

••  Selectivity in 

recruiting 

••  Measurement of 

practices 

••  Training & skill 

development 

••  Participation & 

empowerment 

••  Employee ownership ••  Cross-utilization & 

cross-training 

••  Promotion from 

within 

••  Symbolic social 

equality 

••  Teams & job redesign ••  High wage ••  Over-arching 

philosophy 

 

Competitive advantage can best be achieved by seeking improvement in the 

management of people; in other words, through better utilization of human resources. 

From the standpoint of researchers interested in competitive advantage, the resource-

based view of the firm provides a framework for examining the role of human resources in 

competitive success and forces us to think more clearly about the quality of the workforce 

skills at various levels and the quality of the motivation climate created by strategic human 

resource management (Boxall 1996). The next section will focus on the strategic human 

resource management and competitive advantage.  
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 Strategic HRM and Competitive Advantage   

 

The struggle to gain competitive advantage in markets that grow more fiercely 

contested day to day has radically altered the complexion of many businesses. The HRM 

theorists start arguing that HRM should be recognized as a source of competitive 

advantage. The field of strategic human resource management has grown up alongside the 

field of strategic management in recent years. It represents attempts by HRM researchers 

to relate the worlds of HRM and strategic management to each other (Boxall 1992 and 

Wright & McMaham 1992). Some researches have shown two models for strategic human 

resource management, which will be considered. 

 

AAA...  The Matching Model or Behavioral Perspective 

 

The “matching model” (Boxall 1992) or “behavioral perspective” (Wright and McMalan 

1992) of strategic HRM is advocated by Fomburn et al 1984. In its simplest form, the 

matching model asserts that organizational effectiveness depends on a “tight - fit” 

between HRM strategy and business strategy. The essential idea of this model is that HR 

practices should be matched to the firm’s desired competitive position. This is seen to 

make the organization more effective.  

 

In other words, management should work out what “behaviors” are required by the 

choice of a particular business position and adopt those HR practices, which reinforce 

them. 

 

Some authors argues that the firms should choose whether they want to be cost 

leaders, or differentiators on the basis of some superior non-price feature such as superior 

quality, delivery or service. If for example, management chooses a business strategy of 

differentiation from competitors on the basis of higher levels of product innovation, this 

would call for creative, risk-oriented and co-operate behavior. The HR practices would 

therefore include (Schular and Johnson 1987 cited by Boxall, 1995, Chapter 12): selecting 

highly skilled individuals, giving employees more discretion, using minimal controls, 

making a greater investment in human resources, providing more resources for 

experimentation, allowing and even rewarding occasional failure, and appraising 

performance for its long-run implications. 
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On the other hand, if management wants to pursue cost leadership, this entails 

designing jobs which are repetitive, minimal training, cutting staff numbers to the 

minimum and rewarding high output and predictable behavior.  

 

The attraction of the matching model clearly lies in its simplicity and the way it offers a 

basis for integrating HR practices. The different functions of HRM are brought together 

around a common theme, behavioral consistency with pre-selected competitive position. If 

we think in terms of conceptual framework, this is the outcome desired by management. 

 

Boxall 1995 has shown several weak points in this model such as; what is strategy; the 

typological problem; the unitarism issue; the issue of strategy making, and the dynamism 

issue. 

 

BBB...  The Capabilities Model 

 

The matching model of strategic HRM is linked to the product market oriented views of 

strategy advocated by Michael Porter 1985. A second model is linked to the resource-

based view of the firm. 

 

The resource-based perspective offers a way of theorizing the contribution of HR 

strategy that does not rest solely on the reactive notions of the positioning model. 

 

Human resources can be defined as the pool of human capital under the firm’s 

control in a direct employment relationship (Wright, et al 1994). In resource-based 

thinking, HRM can be valued not only for its role in implementing a given competitive 

scenario but for its role in generating strategic capability (Barney 1991) and for its 

potential to create firms which are more intelligent and flexible than their competitors over 

the long term; firms which exhibit superior levels of co-operation and operation (Grant 

1991). By hiring and developing talented staff and “synergizing” their contribution within 

the resource bundle of the firm, HRM may lay the basis for sustained competitive 

advantage.  

 

In order to get a more complete model of strategic HRM, it should be linked to the 

employment relationship. A theory of strategic HRM must be built on credible assumptions 

about the nature of strategic management on the one hand and the wage-work bargain or 

employment exchange on the other.  
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The resource-based view of the firm, quite clearly, provides a basis for asserting that 

key human resources are sources of competitive advantage. It helps to lay the intellectual 

basis for a “capabilities” model of strategic HRM. Such a model builds on the obvious point 

that learning is something that people do. Applying learning in a company involves people 

with skills who want to act together and who co-operate in powerful ways. 

 

These are merely a tentative set of ideas but they show how a capabilities model of 

strategic HRM offers advantages over the matching model because it forces us to think 

more clearly about the quality of the workforce skills at various levels and the quality of 

the motivation climate created by management. The matching model fails to take a long-

term view of skill development and simply takes worker motivation for granted. 

 

2.3 Aspects of Strategic Human Resources Management 

  
Nowadays, it is a common belief in both the business and the academic world that the 

human resources of an organization can be a source of competitive advantage, provided 

that the policies for managing people are integrated with strategic business planning and 

organizational culture (Beer, Spector, Lawrence, Quinn, Mills, & Walton, 1985). This 

approach emphasizes the importance of congruence between human resource policies and 

organizational objectives. Recent research has focused on the links between human 

resource management and performance (Guest 2003, 2004; Purcell 2002, 2004), and 

much of the growing body of international literature in the field is built upon the premise 

that human resource management is linked closely to the emergent strategies, especially 

of large organizations, both public and private. 

 

There is a need to question the reality of the link between Human Resource 

Management (HRM) and developing company competitive advantage through company 

and employee performance. First, an analysis of data relating to the question of a link 

between Strategic Human Resource Management (SHRM) and performance reveals that 

there is uncertainty as to the direction of the link. Can better performing organizations 

attribute their good performance to the quality of their HRM or is the standard of their 

performance due to other factors? The quality of HRM might be an outcome of 

performance rather than a contributing factor to that performance. Second, there are 

questions about the meaning of a strategic approach to HRM. What makes an 

organization’s approach to HRM “strategic” and is there a satisfactory method of 

differentiating between an approach to HRM that might be considered “strategic” or one 

that is not seen to be strategic?  
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This research is directed at testing whether or not there is a good fit between SHRM 

aspects and competitive advantage in an organization. It considers available evidence to 

establish whether organizations that use HRM strategically, can develop and sustain 

competitive advantage, which ultimately enhances organizational performance.  

 

2.3.1 ~ Socialization 

 

Critical to organizational survival in the twentieth century is the creation of a 

committed workforce fostered by a strong organizational culture manifested in superior 

Human Resource Management (HRM) practices. In view of the emphasis on organizational 

culture, it is further argued that for organizations to have order and consistency and 

thereby gain and sustain competitive advantage there should be systematic ways of 

bringing newcomers into the organization. Implicit in this argument is a call for renewed 

emphasis on socialization as an HRM practice. Operating in a strategic HRM framework, 

this research argues that the thoroughness of socialization practices and therefore the 

level of employee commitment depend on the organization's business strategy. 

Propositions linking socialization practices, organizational culture and team dynamics are 

suggested.  

 

Socialization is the process by which newcomers learn the behaviors, values, beliefs, 

and social knowledge to accept their new roles and function effectively within the 

organization (McShane, 1998; Van Maanen, 1976). It affects how long an individual 

remains employed with the organization based on his/her ability to adjust to the work and 

its environment. The general theory asserts that people who are well socialized into an 

organization are more likely to stay and develop their careers with that organization. This 

is a critical process for individuals pursuing successful careers and for organizations 

building effective workforces.  

 

 The Organizational Socialization Process   

 

The organizational socialization process unfolds within human resource management 

processes. Recruitment and selection systems identify candidates who are considered for 

employment and those who are eventually hired. These processes are often designed to 

hire a particular type of person who will fit into the organization. Furthermore, recruitment 

and selection activities are often first-contact experiences for the newcomer and 

organization; they help shape initial expectations each has about the other.  
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There are several stage models of organizational socialization; each describes evolving 

experiences of newcomers as they adjust to a new job/organization. Most of these models 

describe three basic stages beginning with anticipatory socialization, entry-encounter 

experiences, and ending with change and mutual acceptance (Fisher, 1986). The 

anticipatory socialization stage describes how early job/organization expectations are 

shaped as a person selects and prepares for a particular career. Career choices are often 

based on rough ideas or expectations of what that career will be like. For example, a 

person’s family, teachers, and friends might share their experiences and influence an 

individual to choose a career in business. Furthermore, managers and recruiters can help a 

job candidate form specific expectations about an organization and the candidate’s role 

within that organization. The extent to which these expectations are met on the job will 

define the amount of adjustment required to successfully fit into the organization.  

 

The second stage of socialization typically includes early learning and adjustments after 

organizational entry. The newcomer learns how to do the job as well as how to fit into the 

organization’s culture. This learning stage includes the sense making process that helps 

the newcomer reconcile unmet expectations and surprises. Organizations can conduct 

formal orientation and training programs to help newcomers learn how work is conducted 

in the organization. In addition, informal learning occurs on the job as the newcomer 

observes and solicits information from superiors, peers, and subordinates. These informal 

lessons may reinforce formal organizational procedures or they may introduce informally 

acceptable behaviors that are not sanctioned by the organization.  

 

The final stage of socialization generally recognizes successful adjustment as an 

organizational newcomer is transformed into an organizational insider. Insiders have 

“learned the ropes” to fit in and can serve as valuable resources of information for future 

newcomers. Organizations may hold initiation ceremonies or rites of passage to signify 

that a newcomer is no longer a rookie or recruit, but a full-fledge member of the 

organization.  

 

Although most of the research on organizational socialization centers on newcomers, 

some studies recognize that insiders can learn more about their own roles as they socialize 

newcomers or as newcomers precipitate shifts in role expectations for insiders.  

 

Current research has focused on the individual perspective examining information 

seeking by newcomers as they attempt to comprehend the organization and its defining 

characteristics. In addition, some research has sought to go beyond information acquisition 

per se to understand how informal, insider processes influence newcomer socialization.  
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For example, much of the information seeking research has focused on active 

newcomer efforts to ask questions and inquire of insiders. However, active efforts by 

supervisors and coworkers to socialize newcomers are relatively more important to 

adjustment than newcomer pro-action (Ostroff & Kozlowski, 1992). Positive work 

relationships with supervisors and peers reduce negative effects of unmet expectations on 

job satisfaction and other traditional indicators of socialization effectiveness.  

 

The research literature on information seeking and successful socialization is mixed. 

Some studies support a positive link with findings that show information seeking reduces 

uncertainty about the newcomer’s job/organization, which in turn, helps build the 

newcomer’s competence and self-efficiency. Conversely, other studies found negative links 

between information seeking and newcomer socialization when there are social costs if a 

newcomer is constantly asking questions, or if feedback is not positive. Thus, information 

seeking may backfire on newcomers who ask too many questions because insiders may 

perceive them as incompetent, intrusive, or meddlesome. Finally, there may be no link 

between information seeking and socialization if the information is not related to 

adjustment and/or the newcomer cannot use the information to facilitate his or her work 

adjustment.  

 

The organizational socialization process is complex because it involves actions taken by 

both the newcomer and the organization, and lessons learned may be intentional or 

unintentional. Newcomers will go through a socialization process, regardless of what the 

organization may do or not do; thus good human resource management would prescribe 

some planning to guide employee adjustment to the job and organization.  

 

Transparent human resource practices that support the organization’s mission and 

values are more likely to help employees make sense of their roles in the organization 

than management practices that conflict with or confuse employees. For example, mentors 

can provide an informal, personal socialization process when senior members tutor junior 

members and groom them for successful careers within the organization.  

 

Although this mentoring may be informal, managers and supervisors who are likely to 

be mentors can be trained to provide positive socialization experiences for their 

newcomers.  
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The socialization process is not entirely controlled by the organization; nor is it entirely 

controlled by the individual. The mix of formal organizational interventions (e.g., 

orientation program) and informal interventions (e.g., a mentor) may not provide 

compatible lessons, thus rendering the sense making process complex. Furthermore, an 

individual’s acquisition of knowledge does not always occur at a conscious level. A 

newcomer’s learning may be implicit - knowledge gained from observations and 

experiences but without a concerted, conscious awareness that one has learned anything 

(Chao GT, 1997). The first day on a new job is often one of information overload for the 

newcomer. Explicit lessons (e.g., a supervisor explains the workload to a newcomer) and 

implicit lessons (e.g., a newcomer feels uncomfortable around a particular supervisor) 

merge to help the newcomer determine if he or she fits with the organization. The tacit 

knowledge gained from implicit learning serves as a base for a newcomer’s sense of 

intuition. This intuition could influence subsequent attitudes and behavior. Thus, a 

newcomer may not be able to articulate why he or she feels uncomfortable about a 

supervisor, but that feeling may signal potential problems as the socialization process 

unfolds.  

 
2.3.2 ~ Training Practices 

 
People have always been central to organizations, but today their strategic importance 

is growing in the knowledge-based business world like never before. An organization’s 

success is becoming increasingly dependant on the knowledge, skills, and abilities of its 

employees. Without these assets companies would surely fail. How a business is managed 

and how they take care of their employees and customers helps set the core competencies 

which set an organization aside from its competitors. It is important to align the company’s 

strengths and internal capabilities to that of the external market. 

 
Companies are always looking for more efficient ways to produce goods and services. 

When new technological advancements give a company a competitive advantage, their 

competitors can easily catch up by implementing and improving on the new technology. To 

be successful in today’s market, companies need an extremely capable, flexible and 

dedicated workforce, a flexible and innovative management, and the capability to hold on 

to developed talent. To accomplish these objectives, the company needs a talented HR 

department.  

 
In addition to hiring the right people to carry out specific jobs, HR managers have to 

build up dedication and allegiance among the workforce by keeping them up to date about 

company plans, as well as laying out the implications for job security and working 

conditions.  
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 Employees’ Skills and Training: Critical Success Factors   

 

To be successful, companies must be flexible to allow an adjustment in production and 

resources to meet changing markets and customer demands. They must, therefore, have 

employees that possess the skill and training required to perform a range of different 

tasks. A lack of employee flexibility has historically been the source of the collapse of a 

number of large companies. Therefore, offering skilled employees high level of 

participation, independence, preparation, fair wages, and benefits can be a way to attract, 

inspire, and maintain competent employees who will be dedicated to the long-term goals 

of the company. The effects of a versatile, skilled and committed labor force results in a 

very productive organization, which in turn gives the employees job security. It is essential 

for a company to have flexible employees, if they are going to be competitive in the 

market.  

 

A firm can achieve a competitive advantage when it has employees that are valuable 

and well organized. Companies that do a superior job of managing their employees 

through increasing their knowledge, developing their skills and improving their capabilities 

add value to the organization. Managers must develop strategies for recognizing and hiring 

the finest talent obtainable. Once they hire these individuals, they must make them 

valuable assets to the company. They must then develop these employees in ways that are 

specific to the needs of the company, encouraging them to generate new ideas while 

familiarizing them with the company’s strategies.  

 

Employee management is an essential function within a company both traditionally, 

and more importantly, strategically. Before a company can plan for its needs, it must be 

aware of its organizational goals and strategy. If managers are to increase productivity, 

reduce costs, and improve their organization’s competitive advantage, they must focus on 

how to skillfully treat personnel. They need to create an effective compensation plan, focus 

on motivating employees, become good leaders, recruit and hold on to qualified personnel, 

develop effective training programs, reward and take care of their employees, promote 

change, and create an environment that supports the employees.  

 

The Human Resource Manager’s outlook is filled with challenges and opportunities for 

overseeing an organization’s most valuable resource – its people. Strategic Employee 

Management is essential to the success of a business in today’s highly competitive market 

place (Hall, 2004).  
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 Training and Development   

 

In businesses where without vision, training and the right mental approach, the 

company cannot achieve its goals. Every company is made up of individuals who need to 

be motivated, given direction and most importantly, a goal to aim for. These individuals 

may not achieve the overall goal on their own but through working in teams and inspiring 

each other, they can develop and combine their skills and ideas to achieve ultimate 

success and provide the company with the necessary competitive advantage. Therefore, 

ongoing learning through development, training, coaching and mentoring must be a 

priority on the senior management agenda. It is essential that in the strategic planning 

process, knowledge and skills for the future are identified and development needs are 

analyzed across the business; keeping in mind that many companies require continuous 

training for effective job performance. Therefore, incessant learning is at the centre of how 

a business develops the critical skills to maintain long-term performance.  

 

Once development needs have been identified, a plan of action can be prepared and 

implemented. To ensure that commitment and transfer of learning to the workplace is 

achieved, line managers have responsibility and accountability for not only developing 

their staff but also for ongoing coaching, monitoring and measuring individual 

performance. To achieve this, developmental processes must be supported by systems 

such as performance appraisal, goal setting and measurement, methods of informal and 

formal communication and a continuous approach to managing change. Individuals within 

the business must always be aware of the overall business strategy and the part they play 

in achieving business goals. 

 

The development and management of people cannot be left to chance. The knowledge, 

skills and attitudes of people have to be recognized as a competitive factor - often 

company specific - and can only be achieved on a long-term basis. Ongoing learning and 

development is vital to the overall success of the business and must be given appropriate 

support. The cost of learning should be assessed in line with the contribution it makes to 

the overall development and success of the organization.  

 

Training, development, coaching and mentoring should be a continuous process 

requiring constant improvement. All employees should have an opportunity to contribute 

to both the planning and implementation of the learning process that will in turn create 

ownership and commitment to the overall business strategy.  
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 Performance-Based Training 

 
As discussed above, competitive advantage comes from what people do 

(performance), not from what they know. Five challenges most organizations face in 

gaining competitive advantage are: 

••  Recognizing and taking advantage of market opportunities.  

••  Defining product and/or services that create value for customers.  

••  Attracting, retaining and improving the best available resources for providing products 

and services.  

••  Managing uncertainties in creating and realizing product and service opportunities.  

••  Sharing the resulting benefits with company resources (employees and suppliers).  

 

Attracting, retaining and improving the best available resources are perhaps the most 

difficult and often overlooked of these challenges (Alvord). 

 

Performance-based training is one way to meet this challenge. Performance-based 

training emphasizes proficiency in job tasks essential to company competitive advantage. 

It is based on clear definition of the tasks, skills and knowledge needed to competently 

perform each job in the organization. 

 

A performance-based training program is a planned, organized sequence of activities 

designed to prepare persons to competently perform their jobs. Competitive advantage 

requires that every employee maintain their job performance at the highest levels 

possible, or improve to meet the need. 

 

Training and Performance Improvement departments must be able to guarantee that 

every learner can demonstrate full competence on every skill taught. True performance-

based training applies scientific principles on how people learn, think, and remember. It 

requires the application of an instructional system design model that provides for: 

••  Needs assessment  

••  Curriculum development  

••  Course design and pilot delivery  

••  Evaluation  
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There are key characteristics of true performance-based training that help determine 

how an organization’s training rates, and where it can potentially make improvements, 

one of which is whether or not the training focuses on providing learners with practice and 

immediate feedback on all the skills required to perform a job to contribute to competitive 

advantage.  

 

 Role of Management 

 

Enhancing human performance requires a team of managers and supervisors that can 

perform as both a well organized management team and have an in-depth understanding 

of people's basic needs and behaviors. Managers must be able to make the business vision 

a reality by developing employee's abilities in team work, problem solving, and critical 

thinking. It is not enough to merely have a vision; managers must be able to apply 

corresponding actions to make it happen. 

 

 

A vision without corresponding action is merely a dream; 
Action without vision is a waste of time; 

Vision and corresponding actions will take you to new heights! 
  - Joel Barker,  
    Business of Paradigms 

 

 

Corresponding action is derived from the organization's mission statement. The 

mission statement will only drive competitive advantage if it is properly designed and cuts 

across the entire organization (multi-level). 

 

Managers must apply critical thinking to all aspects of the organization and build a 

strong business case for decisions. Effective critical thinking takes into account sustainable 

competitive advantages of every process and opportunity. 

 

For the most part, the success of a company depends on the performance of its 

employee (Smith and Manna, 2006a, 2006b). To verify the contributions of each 

employee, it is necessary to have an official assessment program with clearly declared 

objectives. Companies need to know if each employee is contributing to the goals of the 

organization. These performance evaluations include recognizing a person’s strengths and 

weaknesses, removing external performance obstructions, and creating training programs. 

This way, organizations can be sure suitable employees are assigned to appropriate tasks.  
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2.3.3 ~ Human Behavior Factors 

 

Most managers today understand the strategic implications of the information-based, 

knowledge-driven, service-intensive economy. They know what the new game requires: 

speed, flexibility and continuous self-renewal. They even are recognizing that skilled and 

motivated people are central to the operations of any company that wishes to flourish in 

the new age.  

 

And yet, a decade of organizational de-layering, de-staffing, re-structuring and re-

engineering has produced employees who are more exhausted than empowered, more 

cynical than self-renewing. Worse still, in many companies only marginal managerial 

attention - if that - is focused on the problems of employee capability and motivation. 

Somewhere between theory and practice, precious human capital is being misused, wasted 

or lost. 

 

Without “belief in people” no organization can outsmart competition, and develop a 

sustainable competitive advantage that ensures its market competitiveness. 

Demonstrating genuine belief in people takes more than speech-making to do. 

Organizations of today should develop integrated systems that combine selection of the 

best fit, job-matching, continuous skills and competencies development, fair 

compensation, democratic leadership style, and creating attractive motivating work 

environments. 

 

In his opinion, Dr. Fathi Al-Nadi (a management and human resources consultant with 

both academic and field experience of more than 43 year in multinationals in the US, the 

Gulf States, Saudi Arabia, and Egypt) sees that this HR orientation approach relies on the 

organization's transparency; its readiness to trust its employees, its willingness to 

empower them, and its sincerity to maintain a participative team spirit where employees 

assume ownership and a deep sense of belonging. People were and can always be a 

competitive advantage in a global market that became more demanding and very sensitive 

to the quality of services that goes with the product. Nowadays, a shift had happened in 

customers’ perception of where the added value rests. There is an escalating trend that it 

relies more on the quality of services and the fast response to the customer needs rather 

than the product itself; so much so in service industries. That's why the caliber of people 

makes the difference in achieving customer satisfaction on one side and gaining bigger 

market shares on the other.   
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Dr. Al-Nadi also sees that HR professionals, especially in developing countries, have a 

role to play in making themselves real “strategic partners” in their organizations. They 

need to have a cause to promote and defend. They also need to gain more credibility in 

proving their value in enhancing organizational performance and keeping it up-to-date on 

people's issues and market demands to become customer driven and accomplish 

sustainable competitiveness.   

 

 Employee Management 

 

Employee Management is strategically necessary in developing employees that are able 

to deliver and achieve the long-term strategic goals of the organization. Organizations 

need to focus on the importance of the human resources in terms of employee recruiting, 

retention, motivating employees, human behavior, and how to promote change among 

their workforce in ways that create competitive advantage for the company. Corporate 

executives will have to look at the most distinctively human elements of the business such 

as culture, leadership and character in order to obtain and sustain competitive advantage.  

 

Recruiting  By offering enticing compensation packages, equitable pay, flexible benefits 

and attractive incentives, a company allows itself the comfort of identifying and selecting 

those which meet the needs of the organization. The selection process, including the 

interview, should provide as much dependable and valid information as possible about the 

applicants so that their qualifications can be clearly matched with job specifications. When 

selecting new executives, a key first step is to analyze the needs of the organization. 

Interviews should be in a team setting with their peers, subordinates, and bosses 

participating in the selection process.  

 

The interview is a significant source of information about the job candidate. This gives 

the Human Resource manager the most pertinent information for making a well-informed 

decision about which applicant will realize the needs of the organization. HR should 

oversee the integration process of the new executive by briefing him/her on the company 

and giving him/her insights into its culture and clarifying expectations, setting goals, and 

coaching new executives (Grossman, 1999).  

 

HR should counsel them to move quickly, but prudently; help them adapt to the style 

of a new workplace; help them with their social skills, if needed to foster good personal 

relations with peers and subordinates. When HR is involved in the executive search and 

the adaptation period, the outcome can be much more promising.  
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In filling job openings above entry-level, it can be beneficial to use internal promotions. 

By recruiting from within, a company rewards employees for past performances and sends 

a message to other employees that their future hard work will payoff, while taking 

advantage of previous investments made in recruiting, choosing, developing, and training 

its existing employees.  

 

Employee Retention  The importance of employee management can be found 

everywhere. However there are some key components that firms must follow in order to 

gain, as well as maintain, employees as their number one resource. One key is employee 

retention. An employee retention strategy leads to the promotion of effective employee 

communication which in turns provides commitment and enhances the workforce.  

 

Quality of life, corporate culture, and professional development are some of the best 

ways to retain top employees. Paying attention to quality of life is an important step in 

order to retain employees. When companies start focusing on their number one asset, 

their people, retention is no longer an issue.  

 

Organizations, in order to maintain retention among employees, need to follow some 

guidelines so that they do not make the same costly mistakes in their industry. Employee 

retention can be achieved when a company establishes a positive work environment that 

promotes healthy communication.  

 

Motivating Employees  Business is only as effective as the people who work in it. If 

employees are not motivated, then attitudes are reflected in their job performance. When 

people are motivated and inspired, they are more creative and productive and they are 

less likely to leave. Employers should first realize that employees are not all motivated by 

the same things. Therefore, they need to try a number of different techniques in order to 

gain full motivation from workers. The first step employers should take is to build rapport. 

With the ever-growing world of computers and email, managers are losing increasing 

amounts of face time. Too much of this is not good and can lead to worrying and mistrust.  

 

Rewarding open communication is important on a number of different levels to create 

working capital. Encouraging feedback and communication promotes job security. 

Supporting growth challenges employees to keep their interest high and helps them build 

their skills. Finding out what employees aspire to do with their careers, realizing their goals 

and structuring around them. If trust is encouraged, employees are not afraid to share 

ideas and possible solutions to problems. The more empowered employees are, the more 

invested they become in their work.  
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Competitive compensation is critical, because if staff is under paid, managers send 

them the message that they are not valued. Managers need to make it a point to express 

the idea that they are there to help. Often times it seems that managers just get used to 

the idea that someone else is taking care of a situation.  

 

In the end what motivate employees the most are their mentors, which in most cases 

are their managers. When managers set the example, employees are bound to follow. The 

underlining theme is to keep the lines of communication open to facilitate trust and 

growth.  

 

Human Behavior  Human behavior plays a major role in the effectiveness of Employee 

Management. The way people interact with each other will help determine the success of 

the firm. With the emergence of the Internet and various forms of communication, the 

amount of human interaction has been decreased which could cause problems with 

miscommunication within the organization. Edward M. Hallowell has coined this behavior 

as the “Human Moment” as is defined as “an authentic psychological encounter that can 

happen only when two people share the same physical space.”(Hallowell, 59) Hallowell’s 

concern is with the loss of this human moment due to the increase use of the e-

communications and the damage it may cause to the infrastructure of the organization. In 

general the effective management of employees resulting in a positive atmosphere can 

lead to a more homogeneous workplace and ultimately increased productivity. 

 

Promoting Positive Change  There are many reasons that the workforce may resist 

change, such as; fear of the unknown, threatening job security, and lack of resources. 

However, today’s business environment is ever changing and managers must encourage 

change to keep up with competition. One way to encourage change is through the 

empowerment of subordinates in certain aspects of their daily duties.  

 

This concept would never have been thought of in the past. It is now commonly used 

by organizations very effectively. This eventually delegates authority from mid-

management down to the frontline workers, freeing up the managers to perform more 

important duties and problems can then be handled in a timelier manner. This results in a 

flatter organization that many organizations have been following to increase 

communication, productivity, and morale.  
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Another way to promote change is the method of planning used by today’s managers. 

Previously, plans were implemented and carried out for lengths at time without any type of 

change. This often led to market wide stagnation and saturation. With today’s changing 

technology, plans must be flexible and they must be constantly monitored and altered. 

This is referred to as emergent strategy where managers change and emerge from the 

new economy. Employees should be told details of what changes will take place and why 

the changes are necessary. If the workforce sees that they are respected, they will be 

more open minded to the changes.  

 

Changes will inevitably take place in today’s organizations, and managers need to have 

strong communication skills to build staff support and strong planning skills in order for the 

changes to occur successfully. It is important to move people forward and make sure they 

are involved in the changes while working toward the goals of the organization. 
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2.4 Previous Studies 

 

Due to time constraints and lack of available resources, the researcher was not able to 

come across many neither previous Arabic studies nor articles directly related to the 

partnership between the human resources management and strategy formulation within 

organizations, as was the case with English resources. Nevertheless, the following are 

some of the available sources that were obtained which were related in one way or the 

other to the subject thesis.  

 

1. Nankervis, A. R., (study 2000) entitled Human Resource Management Strategies as 
Competitive Advantage: A Case Example of the Hospitality Sector in Southeast Asia 
& the Pacific Rim 

This article analyses the vulnerability of the hospitality sector of the tourism industry in 

relation to its multiple business environments.  

 

Using recent regional economic and socio-political events as a catalyst for discussion, it 

suggests that the sustainability of this sector is largely dependent on its internal 

management practices.  

 

It argues that, of all management practices, its human resource management (HRM) 

strategies provide the key to future competitiveness. 

2. Layne, Richard J. (study 2006) entitled Knowledge Worker: Human Resource Strategy to 
Achieve a Competitive Advantage 

This paper drew from the literature in the fields of organizational learning, knowledge creation, 

knowledge worker, and the human resource strategy that best supports the firm objective of 

creating and sustaining a competitive advantage in the US economies. As the workers become 

more knowledge based, the researcher found that firms will need to implement strategic 

human resource practices in order to retain their tacit knowledge base either by retaining the 

tacit knowledge or by retaining the knowledge worker and thus retaining a critical competitive 

advantage source. A model was proposed that contains human resource practices as a 

moderating variable between the knowledge creation process and firm performance linkage.  

 
Since knowledge has become a valuable business resource, firms will need to control the 

movement of knowledge assets when they experience knowledge worker turnover similar to 

what they do today with traditional assets. Human resource practices are a key link between 

the knowledge worker’s tacit knowledge and the firm’s ability to create and sustain a 

competitive advantage. 
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إدارة الموارد البشرية بين التقليدية والمعاصرة, 2006حزيران , محمود حسين, عيسى .3  

This research focuses mainly on shedding some light on the management that demonstrates 

great care on the human element in any organization, be it a company or a corporation. That 

management is the Human Resource Management; its creation, development, specific 

managerial roles, in addition to the differences between the traditional HR function and the 

current contemporary roles of the human resource departments in organizations. 

 

The research concluded that the role of the human resource management has altered and 

changed dramatically nowadays in comparison to the past. The human resource departments 

are now responsible for the protection, development and the organizing of the human 

resources internal relationships at work.  

 

HR departments are also responsible for stimulating and motivating employees both 

materialistically and morally to increase their loyalty and sense of belonging towards the 

organization, hence, utilizing their skills, creativity and conventionality to the best of their 

capabilities. 

واقع إدارة وتكوين الموارد البشرية في الدول العربية  , 2007حزيران , قورين, حاج قويدر .4  

This article discusses how Human Resources is still viewed as a secondary and supportive 

function in companies throughout the Middles Eastern region, and that is mainly due to the 

following – but not limited to – reasons: 

 The fact that the HR managements are separated from and kept far from making essential 

strategic decisions, and are merely looked upon as support functions. 

 Limiting the HR departments to matters concerning personnel recruiting and hiring, 

calculating payrolls, coordinating employee files, sick leaves, vacations, etc. In simple 

terms, viewing the HR department as a personnel department. 

 Lack of projecting future needs, hence, concentrating only on matters that require 

immediate attention at the time of need. 

 The absence of clearly stated and announced company policies and procedures which is 

usually considered the basis for all the human resource department’s activities and 

internal functions.  

 Neglecting the importance of probation periods when hiring employees, along with 

disregarding any orientation and training that is supposed to be given to new comers. 
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ستراتيجية إدارة الموارد البشرية ودورها في إنجاز إستراتيجية المنظمةإ, 2007, محمود حسين,عيسى   .5  

This article discussed one of the results of globalization, which was placing organizations 

(companies and institutions) in most countries of the world in fast changing economic, 

financial, and legal environments, making the world a small village. Therefore, they no longer 

have the restrictions that were earlier imposed on them by their countries to protect their 

domestic industries. Hence, they became free in moving and circulating goods and services 

much more than in the past, which caused fierce competition between organizations and 

international companies at both local and regional levels. 

 

It also mentioned that due to globalization, many needed changes within organizations 

occurred. One area in specific which needed comprehensive change and adaptation was the 

Department of Human Resources, since after globalization, it was no longer possible to 

continue viewing it as simply a "people management" department as it was called before the 

1980’s; hence it was replaced with the term "Human Resources Management" HRM, and the 

change was not merely in the name, but the change extended to the content and roles of the 

HRM, which eventually came to have its own strategy that complemented the overall strategy 

of the organization, and was ultimately considered an integral player in  the achieving of the 

overall company goals and strategy. 

 

The article also highlighted that nowadays the effective human resources management 

strategy depends upon the future strategy of the organization, which is designed to meet and 

provide the needs of other organizational departments, such as the provisions of adequate, 

trained and qualified human resources, that are properly stimulated through training programs 

and educational policies developed by the human resources department to develop and raise 

the capacities of these personnel. In doing so, each department - or function – within the 

organization would achieve its strategic objectives, and thus achieve the overall strategic 

objectives of the organization. 

 

Thus, the responsibility for managing human resources became very large, targeted towards 

continually creating and adapting its strategies, activities and practices to the internal and 

external environmental challenges and variables that influence the organization's general 

strategy.  

 

Before talking about the human resources management strategy and the impact of its 

strategic dimensions on the role of human resources management, the article briefly described 

some of the administrative, production, marketing and sales challenges that surround 

organizations. These contemporary challenges, whether administrative or legal, etc. are 

imposed on organizations - at the heart of which is the human resources department. 
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 continued 

 
The challenges were briefly mentioned in the article and quoted by Oren Harari. 

Following are a few of them amongst others: 

  Achieving added value in all areas of the organization must be the goal and 

responsibility of each and every personnel within the company, where everyone 

has to focus on the matters of profit and loss. 

  Ambition and the continuous search for the best should be the slogan of the 

organization and all of its staff members, and thus facing challenges would be 

part of the lives of workers in the organization.  

  Benefiting from mistakes and experiences of the past is important.  

  Innovation - and the constant improvement of everything within the organization 

– must be a settled and inevitable issue. 

 
The article also defined what human resources management strategy is, and clearly 

stated that the building of human resources strategy coincides with:  

  The strategic requirements of the organization, including its mission, goals, 

objectives and means.  

  The requirements of strategic organizational structure (the various departments 

and needs of efficient and effective human resources). 

 
The article then goes on to mention how the HRM came to develop and implement an 

integrated strategy that corresponds with the overall strategy of the organization 

through: 

  The designing of new job descriptions and services that align with the organizations 

new products for instance.  

  Identifying the human resource needs required by the organization to serve the 

new product, along with specifying the number of human resources that will be 

dispensed of because they lack the skills required for the development of the new 

product.  

  Designing a comprehensive campaign to attract labor, with the aim of finding and 

providing efficient and highly skilled human resources to choose and hire from 

amongst them.  

  Preparing training programs and courses by using means and methods of modern 

scientific training, and advanced technological knowledge from within the industry 

of the new product. 
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 continued 

 

Another important issue that was tackled in the article was the integration, coordination and 

cooperation between the different department managers and the directors of their human 

resources management departments, ensuring that their strategies lead to the avoidance of 

falling into errors that could jeopardize the achievement of the overall strategy of the 

organization. 

 
Finally, the article demonstrated a summary of the strategic dimensions of the roles and 

functions of the Department of Human Resources. 
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3. RESEARCH MODEL & METHODOLOGY 

 

In this section, the model and propositions of the roles of strategic human resources 

aspects in developing competitive advantage in organizations are developed on the basis 

of the literature review. Then the methodology used in the research is also discussed.  

 

3.1 Research Model 

 

First, an overview of the model is presented. Then, descriptives through which some 

SHRM aspects affect competitive advantage are discussed and the related propositions are 

presented. Finally, the contingencies and the related propositions are presented. 

 

 Model Overview 

 

An overview of the research model is presented in Figure 6. As shown in the figure, the 

model articulates three chosen aspects of SHRM through which firms may obtain 

competitive advantage*. Each of the aspects conveys distinct advantages. These 

advantages stem from the resource, capability, efficiency and market power benefits that 

firms may obtain through carrying out business strategies. These advantages are firm 

specific, meaning that firms can take actions in order to change them.  

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 6 ~ Proposed relationship between SHRM aspects and competitive advantage 

 
 

* As defined previously, competitive advantage refers to a firm’s ability to implement value creating strategies 
that are not being implemented by any current or potential competitors. Strategies that are rare, inimitable and 
non-substitutable.  

Socialization 

Competitive Advantage 

Independent Variables Dependant Variable 

Training Practices 

Human Behavior 
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 Socialization Aspect 

 

Chao, O’Leary-Kelly, Wolf, Klein, and Gardner developed six content areas for 

organizational socialization and developed scales to research learning in these areas: 

Performance proficiency, language, people, politics, organizational goals and values, and 

history. Performance proficiency involves learning to perform a job successfully. Language 

involves learning special acronyms and terminology used by the organization. The people 

dimension includes learning to get along with other organizational members. Politics 

involves learning formal and informal power structures. Organizational goals and values 

involve understanding the organization’s culture. Finally, history involves learning about 

the organization’s past as well as the specific history associated with the employee’s 

business unit.  

 

Regardless of how people learn in these content areas, competitiveness is associated 

with greater socialization and greater socialization was associated with positive job and 

career outcomes.  

 

By socializing, organizations increase the range of distinctive resources that they are 

likely to come across and that they can potentially use for value creation. By engaging into 

socialization practices, organizations build a competent workforce, one where people 

believe they fit in well with their organizations, which is often viewed as a competitive 

edge in today’s business.  

 

For organizations, a competent and committed workforce minimizes costly turnover 

and selection expenses. Moreover, individual employee attributes associated with 

successful organizational socialization can accumulate across the organization to positively 

effect organizational performance and effectiveness. Organizational socialization is a 

primary process to facilitate work adjustment for new employees or for employees taking 

on new roles.  

 

Thus, the model proposes: 

 

Proposition~1:  An organization’s socialization activities are positively related to its ability 

to obtain distinctive resources that develop its competitive advantage. 
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 Training Aspect 

 

The quality of employees and their development through training and education are 

major factors in determining long-term profitability of a business. If good employees are 

hired, it is good policy to invest in the development of their skills, so they can increase 

their productivity.  

 

Companies are now emphasizing on the growth and development of their personnel for 

several reasons, some of which include: 

••  Creating a pool of readily available and adequate replacements for personnel who may 

leave or move up in the organization.  

••  Enhancing the company's ability to adopt and use advances in technology because of a 

sufficiently knowledgeable staff.  

••  Building a more efficient, effective and highly motivated team, which enhances the 

company's competitive position and improves employee morale.  

••  Ensuring adequate human resources for expansion into new programs. 

  

Researches have also shown specific benefits that businesses receive and develop from 

training and developing its workers, including:  

••  Increased productivity.  

••  Reduced employee turnover.  

••  Increased efficiency resulting in financial gains.  

••  Decreased need for supervision. 

 

Employees frequently develop a greater sense of self-worth, dignity and well-being as 

they become more valuable to the firm and to society. Generally they will receive a 

greater share of the material gains that result from their increased productivity. These 

factors give them a sense of satisfaction through the achievement of personal and 

company goals. 

 

In sum, by implementing employee training programs, organizations are likely to 

enhance their chances of developing their employees’ learnings which ultimately leads to 

their chances of achieving better capabilities and productivity as well.  
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Thus, the model proposes: 

 

Proposition~2: An organization’s training programs and activities are positively related to 

its ability to obtain distinctive resources that develop its competitive 

advantage. 

 

 Human Behavior Aspect 

 

In response to fast-changing economic and technological environments, companies are 

shifting to new organizational models characterized by flat hierarchies and highly 

autonomous teams. In such environments, aligning employees with the organization’s 

strategy becomes even more critical at the very time when the traditional command-and-

control mechanisms for achieving that alignment are becoming less effective (Evans & 

Wurster, 2000). 

 

Most managers would admit that aligning behavior with strategy is important. Indeed, 

they spend considerable time and energy trying to shape the behavioral characteristics of 

the organizations and employees they run. And yet, relatively few are confident that they 

do so effectively. Part of the problem is that they lack thorough tools for analyzing 

organizational behavior and intervening to change it. And so they fall back on a set of 

simplistic and misguided assumptions about what drives behavior in organizations and how 

to change it. 

 

In all but the smallest and simplest of organizations, managers need to rely on others 

in order to get things done. Indeed, one of the primary tasks of management is to 

influence the behavior of others so that they act in ways that are relevant to the business 

context and effective in achieving business goals. 

 

To that end, managers make use of a wide range of organizational levers to ensure 

that employees’ behavior is aligned with the company’s strategy. They set a strategic 

direction and communicate it widely. They design the organizational structure and define 

key roles, procedures, and processes. They establish metrics for performance evaluation 

and set incentives to motivate behavior. And they create information systems to make 

sure the right information gets to the right people. In all these ways, managers intervene 

to shape and direct employees’ behavior to desired ends of creating company 

competitiveness. 
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Thus, the model proposes:  

 

Proposition~3: Constructive human behavior of an organization’s employees is positively 

related to its ability to obtain distinctive resources that develop its 

competitive advantage. 

 

3.2 Methodology 

 

This section discusses how the research model was derived. Then, the process of 

collecting data from the sample firms themselves is discussed. Next, the operationalization 

of variables is mentioned. Finally, the statistical methods used in the research are revised. 

 

The hypothesized model of the research is developed on the basis of available 

literature review of the available relevant theories of strategic management, organizational 

learning, and competitive advantage. The hypotheses are operationalized by adopting 

measures from previous studies, and are then tested empirically by using statistical 

methods. The data used in the analysis were collected from various sources; the initial 

data that determined the sample were collected from consultations and firm websites. 

Further data were also obtained directly from the sample firms through qualitative and 

quantitative questionnaire items.  

 

Thus, based on the available literature review of relevant theories and the statistical 

analysis of the hypotheses derived from the theories, this research attempts to identify the 

mechanisms of how the Jordanian telecommunications companies may derive competitive 

advantage from strategic human resources practices, and to articulate the implications of 

these mechanisms to SHRM-adopting firms as well as to organizations supporting them. 

 

3.3 Operationalizations 

 

This section introduces the operationalizations of the variables. All operationalizations were 

based on objective measures. 

 

3.3.1 ~ Independent Variables 

 

Socialization, formal training and human resource behavior have been considered as 

vital aspects of SHRM in developing and creating firm competitive advantages. Thus, all 

three were measured in this research through the utilization of various statistical analysis.  
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3.3.2 ~ Dependant Variable 

 

Company competitive advantage – previously stated as the research’s dependant 

variable – was also measured through statistical analysis.  

 

3.3.3 ~ Statistical Methods 

 

The developed hypotheses were tested by using multiple statistical methods, to include 

the means, frequency, correlation, regression, ANOVA and the Scheffee tests.  
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4. HYPOTHESES TESTING & ANALYSIS OF STATISTICAL RESULTS 

 

As mentioned earlier, the sample size that the researcher was aiming to reach was 

between 40–60. However, from the 80 questionnaires that were distributed amongst the 

three telecommunications professionals, 50 were returned amongst which 13 were 

ineligible due to either missing information or because of obvious carelessness in replying 

to the designed survey questions. Hence, 37 legitimate questionnaires were ultimately the 

basis on which the research was conducted. 

  

The questionnaire tool that was used in the research was comprised of 5 main sections. 

The first section tackles demographic factors which include: 

••  Gender 

••  Age 

••  Level of Education 

••  Employment Department 

••  Years of Experience 

••  Employment Level 

 

The remaining four sections were then measured through the following Likert scale: 

 

In specific, section two talks about the SHRM socialization factor that includes 

questionnaire [q1 throughout q12]. A new variable that was named [socialze] was then 

measured by developing the mean value of all these questions. 

  

Section three measures the training factor of SHRM which was addressed throughout 

[q13 through q36] in the questionnaire. From those, a new variable named [training] was 

measured by developing the mean value of all these questions. 

 

Section four defines the human resources behavior factor in the course of [q37 – q54] 

of the questionnaire, and a new variable was named [hrbehave] was developed through 

measuring the mean value for the related questions. 

SA= Strongly Agree  A= Agree N= Neutral D= Disagree SD= Strongly Disagree 
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Finally, section five of the questionnaire was designed to measure the research’s 

dependant variable, the competitive advantage factor, through collecting data on [q55 – 

q69] of the questionnaire, and here once again, another new variable was measured under 

the name of [compativ] through developing the mean value of all these fourteen 

questions. 

 

4.1 Descriptive Statistical Analysis 

 

This section revolves around analyzing the selected sample’s demographic 

characteristics. The following statistics were noticed from the analysis: 

 

 
 
 
 
 
 
 
 
 

Table 4.1.1 ~ Output of frequency analysis of the company variable 
 

From the above table, it is evident that 27% of the sample responses were received 

from Zain HR executives and line managers. 37.8% were from Orange, and 35.1% of the 

date received was derived from Umniah managers. 

 

 
Table 4.1.2 ~ Output of frequency analysis of the gender variable 
 

From table 4.1.2, 54.1% of the sample responses were received by females as opposed 

to the 45.9% from males. 
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 Employee age 
 

  Frequency Percent 
Valid 

1  21-30 15 40.5 

  
2  31-40 20 54.1 

  
3  41-50 2 5.4 

  Total 37 100.0 

 
Table 4.1.3 ~ Output of frequency analysis of the age variable 
 
 

From the previous table, we notice that 40.5% of the respondents were in the age 

group between [21 – 30] years of age; 54.1% between [31 – 40], 5.4% in the range from 

[41 – 50]. This gives us an indication as to the current and preferred age group that is 

hired within high-paced challenging industries. 

 

 
Table 4.1.4 ~ Output of frequency analysis of the education variable 

 

Table 41.4 apparently reflects that the sample professionals within all three companies 

– Zain, Orange and Umniah – held either the bachelor’s or higher master’s degree. None of 

them held less, which also reflects the importance of the academic and personal 

development of company employees. 

  
Table 4.1.5 ~ Output of frequency analysis of the employment department variable 
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As for the employment department category, it was noticed that 5.6% of the 

respondents were from the top management, 50% were from the human resource 

department personnel, 25% were marketing line managers, 5.6% from the communication 

department, 2.8% information technology (IT), and 11.1% were received from the 

engineering department. 

 

 
Table 4.1.6 ~ Output of frequency analysis of the years of experience variable 
 

With regards to the years of experience category, it is evident that most of the 

responses received were from employees that have been in their respective companies for 

11 years or more, with the percentage of 40.5%, in comparison to the 5.4% of those 

working for less than a year; 18.9% for those working from 1-5 years, and 35.1% who 

have been working between 6-10 years. 

 

According to the above percentages, one would conclude (assume) that there is low 

employee-turnover at the companies is general. 

 

 
Table 4.1.7 ~ Output of frequency analysis of the employment level variable 

 

From the last demographical level, it is noticed that 55.6% of the respondents were of 

managerial positions at the companies; 11.1% were of executive employment; team 

leaders were 30.6% of the sample studied, and 2.8% were from other positions within the 

companies. 
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4.2 Inferential Statistical Analysis 

 

Hypothesis 1 

 
Ho: There is no significant statistical relationship between socialization activities and 

developing a competitive advantage. 

 

 Correlation  

 

To investigate the existence of a relationship between the socialization and competitive 

advantage variables, we need to conduct a correlation test.  

 

In order to test the correlation, we must ensure the normality assumption is first 

satisfied. To test the normality, we conducted the following P-P Plot. 

 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 7 ~ Socialization P-P Graph 
 

It is clearly evident from the above graph that the socialization factor is normally 

distributed.  
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So as to answer the above hypothesis, the results of the below Simple Regression test 

were used in the clarification: 

 

R R Square F Calculate β Treatment β Constant Sig* 

0.456 0.208 9.201 0.525 32.155 0.005 

Table 4.2.1 ~ Simple Regression testing the relationship between Socialization and 
Competitive Advantage 

 

From table 4.2.1, we observe that there is a significant relationship between the 

socialization factor and competitive advantage at [r=0.456] at the level [0.05 ≥ α] and 

coefficient of determination of [r2=0.208]. This means that [0.208] of the competitiveness 

in the companies was explained by the socialization factor.  

 

Since the β constant was [32.155], this means that the increase in one unit of 

socialization will meet an increase in the competitive advantage by the value of [32.155] 

as well. Additionally, assuring a significant relationship through F calculated at the value of 

[9.201] at a significance level of [0.05 ≥ α], which results in the rejection of the HO 

hypothesis and instead accepting the HA hypothesis which states that:  

 

HA: There is significant statistical relationship between socialization activities and 

developing a competitive advantage. 

 

In order to ensure whether or not there was a relationship between all three companies 

and the socialization factor, Scheffee test is used to explore which of the three companies 

is the cause of the relationship, as per the results in tables 4.2.2 and 4.2.3 below. 
 

Socialization Practices Company 
Means Standard Deviation 

Zain 78.83 7.2030 

Orange 66.41 13.9418 

Umniah 84.52 11.8110 

Table 4.2.2 ~ Means and Standard Deviation of companies according to the Socialization 
factor 
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Company Zain Orange Umniah 

Zain - 12.4231 5.6905 

Orange - - 18.1136* 

Umniah - - - 

Table 4.2.3 ~ Scheffee between company Means according to the Socialization factor 
 

It is evident from table 4.2.2 that the highest means value was represented by Umniah 

telecommunication. And from table 4.2.3, it is clear that there is a significant statistical 

relationship between both Orange and Umniah telecommunications and socialization at 

[18.1136] due to Umniah telecommunication with a means value of [µ=84.52] in 

comparison to Orange telecom whose mean value was equal to [µ=66.41].  

 

 

According to the previous, it is apparent that Umniah Telecommunications is the 

pioneer in implementing socialization practices within its organization when compared to 

its competitor companies Zain and Orange; hence, developing and creating company 

competitive advantage.  
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Hypothesis 2 

 

Ho: There is no significant statistical relationship between training practices/programs and 

developing a competitive advantage. 

 

 Correlation  

 

To investigate the existence of a relationship between the training practice and 

competitive advantage variables, we need to conduct a correlation test.  

 

In order to test the correlation, we must ensure the normality assumption is first 

satisfied. To test the normality, we conducted the following P-P Plot. 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 8 ~ Training Practices P-P Graph 
 

It is clearly evident from the above graph that the training factor is normally 

distributed.  
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So as to answer the above hypothesis, the results of the below Simple Regression test 

were used in the clarification: 

 

R R Square F Calculate β Treatment β Constant Sig* 

0.378 0.143 5.846 0.501 34.035 0.021 

Table 4.2.4 ~ Simple Regression testing the relationship between Training Practices and 
Competitive Advantage 

 

From table 4.2.4, we observe that there is a significant relationship between the 

training practices factor and competitive advantage at [r=0.378] at the level [0.05 ≥ α] 

and coefficient of determination of [r2=0.143]. This means that [0.143] of the 

competitiveness in the companies was explained by the training factor.  

 

Since the β constant was [34.035], this means that the increase in one unit of training 

will meet an increase in the competitive advantage by the value of [34.035] as well. 

Additionally, assuring a significant relationship through F calculated at the value of [5.846] 

at a significance level of [0.05 ≥ α], which results in the rejection of the HO hypothesis and 

instead accepting the HA hypothesis which states that:  

 

HA: There is significant statistical relationship between training practices/programs and 

developing a competitive advantage.  

 

In order to ensure whether or not there was a relationship between all three companies 

and the training factor, Scheffee test is used to explore which of the three companies is 

the cause of the relationship, as per the results in tables 4.2.5 and 4.2.6 below. 
 

 

Training Practices Company 
Means Standard Deviation 

Zain 75.75 8.06 

Orange 70.06  11.96 

Umniah 83.09 11.59 

Table 4.2.5 ~ Means and Standard Deviation of companies according to the Training 
Practices factor 
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Company Zain Orange Umniah 

Zain - 5.6859 7.3452 

Orange - - 13.0311* 

Umniah - - - 

Table 4.2.6 ~ Scheffee between company Means according to the Training Practices factor 
 

 

It is evident from table 4.2.5 that the highest means value was represented by Umniah 

telecommunication. And from table 4.2.3, it is clear that there is a significant statistical 

relationship between both Orange and Umniah telecommunications and training practices 

at [13.0311] due to Umniah telecommunication with a means value of [µ=83.09] in 

comparison to Orange telecom whose mean value was equal to [µ=70.06].  

 

 

Once again, it is apparent that Umniah Telecommunications is also a pilot in 

implementing competitive advantage-developing training practices within its organization, 

followed relatively closely by Zain Telecommunications. 
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Hypothesis 3 

 
Ho: There is no significant statistical relationship between human resources behavior and 

developing a competitive advantage. 

 

 Correlation  

 

To investigate the existence of a relationship between the training practice and 

competitive advantage variables, we need to conduct a correlation test.  

 

In order to test the correlation, we must ensure the normality assumption is first 

satisfied. To test the normality, we conducted the following P-P Plot. 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 9 ~ Human Resources Behavior P-P Graph 
 

It is clearly evident from the above graph that the human resources behavior factor is 

normally distributed.  
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So as to answer the above hypothesis, the results of the below Simple Regression test 

were used in the clarification: 

 

R R Square F Calculate β Treatment β Constant Sig* 

0.216 0.047 1.718 0.237 54.493 0.198 

Table 4.2.7 ~ Simple Regression testing the relationship between Human Resources 
Behavior and Competitive Advantage 

 

From table 4.2.7, we observe that there is a significant relationship between the 

human resources behavior factor and competitive advantage at [r=0.216] at the level 

[0.05 ≥ α] and coefficient of determination of [r2=0.047]. This means that [0.047] of the 

competitiveness in the companies was explained by the human resources behavior factor.  

 

Since the β constant was [54.493], this means that the increase in one unit of human 

resources behavior will meet an increase in the competitive advantage by the value of 

[54.493] as well. Additionally, assuring a non-significant relationship through F calculated 

at the value of [1.718] which is not significant at the level of [0.05 ≥ α], which results in 

the acceptance of the HO hypothesis which states that:  

 

HO: There is no significant statistical relationship between human resources behavior and 

developing a competitive advantage.  

 

 

Since there was no significant relationship between the human resources behavior and 

developing a competitive advantage, we did not need to further investigate the Schefee 

between company means according to this SHRM aspect (human resources behavior), as it 

would be irrelevant and not applicable with regards to this specific SHRM aspect. 
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5. CONCLUSIONS & RECOMMENDATIONS 

 

As established throughout the first three chapters, and most importantly as statistically 

proven in chapter four, one factor that can set an organization apart from its competitors 

whether in services or products, in both the private or public sector is its employees. The 

quality of the organization’s employees, their enthusiasm, newcomer’s smooth integration, 

their development and their satisfaction with their jobs and the company all have a 

significant impact on the organization’s productivity, level of customer service, reputation, 

competitiveness and survival.  

 

In other words, in a competitive environment, people make the difference. Human 

resources are a critical component in every area of the organization, from finance to sales 

to customer service to line management. 

 

5.1 Conclusions 

 

Managers and supervisors in every department confront human resource issues every 

day and are responsible not only for interactions within their own department, but also 

interactions between departments. The primary function of human resources management 

today is to ensure the effective and efficient use of human talent to accomplish an 

organization’s goals and objectives. 

 

Using human resources as a competitive advantage means analyzing what factors are 

necessary for the organization’s long-term success. Areas such as organizational design, 

key work processes, teams, hiring effective employees, promotion strategies, defining 

competencies and performance measures, training and development programs for current 

jobs and preparation for future positions, reward and recognition systems, motivation and 

retention, and customer perceptions of the organization and employees are essential to 

this concept.  

 

In order to formulate appropriate competitive advantage through employees, it is first 

necessary to analyze the firm's competitive strategy or business strategy and 

organizational human resource practices. The organization should create a complete model 

of HRM and employment relationship; also it should support long-term thinking, building 

“core competencies” and also develop “sensing” capabilities.  
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Accordingly, it is the responsibility of managers and supervisors to ensure that 

employees are motivated, productive and positive - if not enthusiastic - about their work. 

This means integrating human resources practices with core business practices: 

encouraging all departments to work together on "people" programs that bring value to 

the organization and improve productivity and quality in products and services. Positive 

human resources business programs and organizational behavior strategies translate into a 

positive overall impact on the organization. 

 

The research’s sample organizations, namely Zain, Orange and Umniah proved to be 

amongst those organizations that are aware of the fact that human resources do make a 

difference in the performance of the organization. These organizations acknowledge the 

significance of their employees in making a difference in their companies and providing the 

essential ingredient for its competitive advantage.  

 

Successful organizations do not isolate their "people programs". They consider them an 

integral part of their business strategy (Finigan 1998). 
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5.2 Recommendations and Suggestions for Future Study 

 

Building a competent workforce, one where people believe they fit in well with their 

organizations, is often viewed as a competitive edge in today’s business. For organizations, 

a competent and committed workforce minimizes costly turnover and selection expenses. 

Moreover, individual employee attributes associated with successful organizational 

socialization can accumulate across the organization to positively effect organizational 

performance and effectiveness.  

 

Based on the above, and from the numerous available reading materials, cases, and 

research results, the following few generalized recommendations can be made for 

achieving competitive advantage in SHRM-adopting organizations and company 

employees: 

1. All knowledge intensive and technology intensive industries, such as 

telecommunications in this respect, rely substantially on intangible assets and complex 

organizational, technical and network capabilities. Therefore, firms are expected to 

transform and organize resources into capabilities, which are selectively employed to 

build competitive advantage that protects their market share, their customer base, or 

their profit margins (Grant, 1998). 

2. Individuals should be proactive managers of the socialization process. By astute 

observations, selective information seeking, and positive responses to organizational 

demands, individuals can better determine if the type of person desired by the 

organization is the type of person the newcomer wants to be. 

3. In addition to culture-related socialization interventions, organizations can help their 

employees adjust to their jobs by providing adequate training and resources to help 

employees maximize their job performance. Therefore, organizations must prioritize 

and invest in personnel skill and knowledge development. 

4. The management should trust their workers and give them responsible and challenging 

assignments; workers in return will respond with high motivation, high commitment 

and high performance. 

5. Designing employee handbooks that shape newcomer expectations and identify 

behaviors and customs of insiders that the organization would like to promote. 

6. Management commitment to full employment. This means that if the job disappears 

through technological change or shuts down, then the company needs to offer 

alternative employment opportunities or help in the acquisition of another. 
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7. Promoting performance feedback that gives newcomers a sense of how the 

organization perceives the person-organization fit and provide guidance to improve the 

fit, if warranted. 

8. The organization effectiveness can be increased by improving the matching between 

what the organization requires of its employees and what they require of it.  

9. The employer strategy should focus on creating competitive advantage through the 

employees and using the practices that support this strategy which include: 

••  Creating an attractive work environment through socialization practices. 

••  Optimizing people resource levels through constant training and skill development. 

••  Sharing information. 

••  Developing capabilities. 

••  Designing optimal work systems. 

••  Aligning reward and recognition systems. 

 

10. Last but not least, the researcher recommends that the following five goals which 

provide a framework for identifying areas of human resource policy should be 

emphasized: 

••  HR should be integrated to strategic plans as a rule. 

••  Organizational commitment, combined with job commitment will result in high 

employee satisfaction, high performance, longer tenure and a willingness to accept 

change. 

••  Flexible organization together with flexible job content and flexible employees will 

result in a capacity to respond swiftly and effectively to changes and ensure the 

continuing high utilization of human and other resources. 

••  High commitment, trust and motivation are to be maintained, then it is particularly 

important that management policy and practice is perceived to be high quality by 

lower grade employees. 

••  The pursuit of policies designed to ensure the recruitment and retention of high 

quality staff to undertake demanding jobs, supported by component management 

will result in high performance levels. 
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 Future Study  

 

The propositions and ideas presented in this paper need further empirical testing. 

Future research needs to address how human resource practices moderate the relationship 

between a yet another vital SHRM factor – knowledge - and firm performance. Strategic 

human resource practices would then be associated with the linkage between the 

knowledge worker’s tacit knowledge and the firm’s ability to create and sustain a 

competitive advantage.  
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Background to the Research 
 
 
As the number of knowledge workers increases in the workforce, human resource 
management will play a critical role in creating and engaging the critical knowledge 
required to sustain a competitive advantage. The international economies are in the 
process of changing from a society based on industrial technology, organization, and 
values to one based on knowledge and information 
 
Therefore, the importance of this survey is linked to the significance of developing unique 
human resource practices in the Jordanian telecommunication industry that affect both the 
HR capital pool and the overall human resource behavior towards achieving the 
organization’s goals through sustainable competitive advantages. 
 
 
Questionnaire Objectives 
 
The goal of this survey is to gather both quantitative and qualitative information and data 
on HR management in the Jordanian Telecommunication industry and to analyse HRM 
practices and systems across major telecom companies to determine aspects of strategic 
human resources management that can develop and create competitive advantages for the 
companies.  
 
 
Questionnaire Methodology 
 
The survey is in the form of a questionnaire, with the target group of HR managers and 
executives, in addition to line management managers. The questionnaire comprises “tick-
the-box” questions and “open-ended” questions. The former will help to compare data 
between companies, while the latter will enrich the contents and quality of data collected. 
 
 
Contacts 
 
Should you meet any difficulty in filling the questionnaire, please do not hesitate to contact 
the researcher at rdnajia@gmail.com  
 
 
 
 
Thank you in advance for your time and professional response to the questionnaire. 
 
 
 
 
 
 
 
 
 
 
 
 
Please be assured that all information received from your end will be treated with utmost 
confidentiality. 
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DEMOGRAPHICS 
 
Please encircle the appropriate answer below:  
 
1. Gender: 

a. Male  
b. Female  
 
2. Age: 

a. 21 – 30 
b. 31 – 40 
c. 41 – 50 
d. Above 51 
 
3. Level of Education: 

a. High school 
b. Diploma 
c. Bachelor’s Degree 
d. Master’s Degree 
e. PhD Degree 
 
4. Employment Department: 

a. Top Management 
b. HR Department 
c. Marketing Department  
d. Procurement Department 
e. Finance & Administration Department 
f. Public Relations Department 
g. Communications Department 
h. Others: _______________________________ 
 
5. Years of Experience:  

a. Less than 1 year 
b. 1 – 5 years 
c. 6 – 10 years 
d. 11 years or more 
 
6. Employment Level: 

a. Managerial 
b. Executive Employee 
c. Other position – please specify: ______________________________
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Kindly put a tick  in the appropriate box and provide elaboration wherever required.  

SA= Strongly Agree A= Agree N= Neutral D= Disagree SD= Strongly Disagree 
 
SOCIALIZATION FACTORS  
 

  SA A N D SD 

1. The company has clear properly communicated values 
to all employees.      

2. The company encourages employee’s cultural 
development.      

3. Selecting the right employees helps in their quick 
adaptation to their new positions.      

4. Are new employees constantly made aware of 
transcendent company values and organizational 
folklore through the company socialization process?  

     

 Your expert comment: (please provide examples) 
  
  

5. The company has clear vertical & horizontal 
communication channels (emails, staff meetings, 
retreats, etc).  

     

6. HR at your company ensures that line management 
considers workforce issues during the business 
strategy formulation process. 

     

7. The company invests in HR practices that deliver 
valuable business results.      

8. Is the HR function prepared and positioned to play an 
integral role in strategic partnerships?      

9. At your company, different work groups reach out to 
help and support each other.      

10. Is the HR function as focused on the company's 
external environment as is the rest of the company?       

11. Does your company have any roles dedicated to 
acquiring, mobilizing and coordinating knowledge?      

 Your expert comment: (please provide examples of how this is done) 

  
  
12. Does your company’s culture encourage the exchange 

of knowledge and learning from activities and projects?      
 
TRAINING PRACTICES 
 
13. The HR department ensures that programs/activities 

link clearly and directly to specific business impacts and 
objectives the line functions are required to achieve. 

     

 Your expert comment: (please provide examples) 

  
  
14. Do your training and development programs help in 

acquiring employees with new skills that assist in 
retaining new customers for the company? 
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  SA A N D SD 

15. HR aligns the company’s workforce management 
systems and training programs with the company’s 
value proposition to customers as a means to 
differentiate the company in an intensely competitive 
environment. 

     

16. Training of employees in specific areas decrease the 
probability of employee turnover.      

17. Upon recruitment, the company provides employees 
with specialized training.       

18. The company encourages external group training 
workshops.      

19. The company encourages internal group training 
workshops.      

20. The company attempts to develop the skills of its 
employees in modern technological practices and 
solutions. 

     

21. Employee job rotation within the company helps in 
developing employees’ skills.      

22. Employee job rotation within the company helps in 
increasing the employee’s overall knowledge of the 
company’s operations. 

     

23. The training system at your company is in alignment 
with the company’s overall plans and procedures.      

24. Does the training of employees increase their 
commitment to the company?      

25. Training is a way to bridge gaps between skills 
acquired during initial education and skills required at 
the job. 

     

26. Are staff coached and trained in information and 
knowledge skills?      

 Your expert comment: (please provide examples) 
  
  
27. As acquired skills become outdated, training is an 

instrument to prevent skills obsolescence. 
     

 Your expert comment: (please provide examples of how your company assures the 
prevention of skills obsolescence) 

  
  
28. Training is seen as an investment that increases 

worker productivity.      
29. Core training programs generally improve qualifications 

and skills for the current occupation.      
30. Career training and retraining induce less job search 

than occupational updating.      
31. Does your company convert its working experience into 

improved processes and services systematically?      
32. HR identifies core values for individual business units 

compatible with those of the overall company where 
value propositions differ substantially between units. 

     

33. Does your company help its suppliers, customers, or 
service providers/distributors with their practices?      
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  SA A N D SD 

34. HR at your company offers extensive training to their 
franchise owners (i.e. their distributors/servicers).      

35. Does the company recognize knowledge as part of its 
asset base? 

     
36. Employees are assigned tasks that allow them to use 

and share knowledge of their best skills. 
     

 
HUMAN RESOURCES BEHAVIOR FACTORS 
 
37. HR at your company shoulders the responsibility for 

workforce-related issues (compensations, incentives, 
healthcare, etc.) 

     

38. Training during working hours induces less job search 
than training during leisure time.      

39. Careful company planning reduces employee turn-over.      
40. The company emphasizes internal promotions when 

filling vacancies.      
41. Filling vacancies from within the company lifts 

employees’ morale.      
42. The company uses various forms when evaluating its 

employees.      
43. Employees are evaluated at the end of each year only.      
44. It is reasonable to assume that the companies that 

most systematically plan with their human resources in 
mind will be most likely to gain a competitive 
advantage. Does your company implement such a 
strategy? 

     

 Your expert comment: (please provide examples of gained competitive advantage) 
  
  
45. HR at your company explicitly structures its activities 

and investments around line units’ key business 
objectives. 

     

 Your expert comment: (please elaborate as to how that is done) 
  
  
46. Managers at your company support the actions and 

decisions of their employees.      
47. Employees at your company will put in extra effort to 

ensure their jobs get done properly.      
48. Employees at your company can take initiative when it 

comes to developing new ideas/methods.      
49. The company believes that training affects employees’ 

behaviors.      
50. Does your company believe that its employees are a 

primary source of its competitive advantage?      

51. Are your employees aligned with your organization's 
strategy and objectives      

52. At your company, employees are held accountable for 
low performance.      
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  SA A N D SD 

53. At your company, employees are empowered to make 
meaningful decisions about how they do their jobs.      

54. Do job descriptions and performance assessment 
processes acknowledge the importance of growing, 
sharing, and re-using knowledge? 

     

 
COMPETITIVE ADVANTAGE FACTORS 
 
55. Individuals that bring creative change in their domains 

are considered as a competitive-developing resource.      
56. The company is constantly gaining new customers.      
57. A vital component of any competitive strategy is 

getting employees to broaden their skills.      
58. The more involved and flexible workers are in 

contributing to product/service processes change, the 
more it promotes quality enhancement. 

     

59. Motivated employees bring innovation, quality and cost 
reduction to the organization.      

60. The company is successful in retaining its customers.      
61. Better utilization and management of human resources 

creates company competitive advantage.      
62. Employee dedication is evident at the company.      
63. Employee satisfaction is noticeable throughout 

company personnel.      
64. Well socialized staff within the organization tend to stay 

and develop their careers with the company.      
65. Positive work relationships promote the exchange of 

knowledge and learning between colleagues.      
66. Low employee turnover is a valuable asset at the 

company.      
67. By internal recruiting, the company is rewarding 

employees for past performances and sending a 
message to others that their future hard work will 
payoff. 

     

68. Employee retention strategy leads to the promotion of 
effective employee communication which in turn 
provides employee commitment. 

     

69. The more empowered employees are, the more 
invested they become in their work.      

 
Your response is greatly appreciated.  

 Thank  you for your time and assistance! 
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Table 4.2.1 Simple Regression testing the relationship between Socialization and Competitive 
Advantage 
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