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Abstract: Strategic Human Resource Management (SHRM) is a new
concept followed especially in private sector; it is an approach to
managing human resource that supports long-term business goals, it tries
to enhance the management of HR to a strategic level through human
capital. The purpose of this paper is to shed light on the main concepts
used in the strategic human resource management, including the
management and planning of human resource and focusing on the strategy
formulation steps to arrive to a general framework of the SHRM. The
present study was performed after analysing the SHRM formulation steps
and proposing the process of implementation in the public and private
sectors, the proposed framework suggests the use of scientific tools such
as Markov modelling for the HR supply forecasting and the fuzzy method
to refine the choice of a suitable strategy among others. The main finding
of the paper is the proposition of a framework of SHRM that relies on
quantitative and qualitative data, which enable us to rely on well analysed
information to build a strategy. The reason behind this is to emphasize
and encourage the use of scientific models in order to approach the reality
and to refine the future projections.
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Introduction

Human Resource (HR) takes a dominated place in the
life of an organization knowing that it becomes one of
the competitive factors; it is also considered an important
preoccupation for governments that try to control the
wage bill and the HR structure evolution.

The human capital is the resource that consists of the
people who work to achieve the mission and ambition of
an organization and ensure its business success; in that
context Afiouni (2013) has been interested in
understanding the complexity of managing human
capital, Yusoff and Ramayah (2012) proposed a study to
this problem consisting of the use of the e-HRM.

First let’s begin by defining what a strategy is. In
sample words, strategy is defining what is wanted to
be done and how to do it. Armstong (2006) has
defined it as a declaration of intent which concerns
longer term goals; it is more concerned with how
those goals should be achieved.
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Strategy has been defined in other ways by many
writers on this subject, for example:

“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 (ie., the means by which it is
proposed that the objectives will be
met). " (Richardson and Thompson (1999))

For a long time; strategies making have been kept
away from the HR field, it has concerned in the first
place trade, industries, investment or the business in
general. Recently it has been emphasized that HRM is
strategic by nature. Pynes (2004) has been interested by
SHRM, he believed that to stand up with concurrence
and the world business changes organizations need
realistic information about their HR. in that sense he
supported that SHRM is the implementation of HR
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policies and practices in order to make the necessary
changes to meet the organization’s strategic objectives.

Other definition is given by Pinnamaneni et al.
(2015) who made lights about linking the organization’s
HR practices to its strategy and so did Wright and
McMahan (1992) who mentioned the deployment of
planed HR to enable the firm to achieve its goals.

Additionally to what have been said above, it is noted
that the trend in HRM is to enhance it to a strategic
level. Pinnamaneni et al. (2015) argues that SHRM is
used to gain competitive advantage; it tries to enhance
HRM to the business strategy level. It is well known
now the relationship between HRM practices and
innovation; (Seeck and Diehl, 2016). In the same
context Amarakoon er al. (2016) studied how such
innovations support competitive advantage whereas
Kaufman (2015) clarified the implications concerning
HRM and performance.

For decades organisations wait from their HRM
practices just to meet the short term requirements of their
missions, now with the entering of the SHRM in the
schedule of the decision makers, organizations are better
able to respond to the demand of their internal and
external environment.

For now on SHRM is a part of the process of
strategies formulation (Pynes, 2004).

Materials and Methods
Strategic Management Process

During strategy setting, human resource managers
take part in the formulation of the strategic plan; there is
an increased conscience that human resource planners
have a major role in the strategic management.

The strategy plan determines organizational purposes
and objectives and also the way and resources to achieve
it. According to Wayne Mondy and Martocchio (2016)
there are four steps to formulate a strategy, Fig. 1:

e Step 1: Mission determination; it is deciding what is
the general purpose of the organization

e Step 2: Environmental assessment, it concerns the
environmental scanning, from evaluating internal
strengths and weaknesses to predicting external
opportunities and threats

e Step3: Objective setting; determining the essential
objective and lightening general orientations

e Step 4: Strategy setting; assigning a strategy to each
objective and specifying how to achieve it

Resource

Implementing Human

Management

Strategic

Strategic human resource management has taken
recently a big importance both in the field of human
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resource management and in the field of strategic
management. For Pinnamaneni et al. (2015) SHRM is
based mainly on human capital in achieving the long-
term objectives of the company. Miles and Snow (1978)
viewed that HRM is the key factor in implementing
business strategies; in that sense it must be enhanced to
the longer term management level. Crispin ef al. (2016)
made light on the fact that implementing SHRM can
have a positive result on employee’s performance.

Figure 2 and 3 shows a detailed SHRM formulation
process in private sector and in the public sector. The
proposed models take into consideration the latest
finding in the field of the strategic management.

Mintzberg (1978) concluded that all strategies come
from the mind of people they make an impact upon and
in order to achieve this view it is essential that HR in the
organization share the same perspective, that’s what he
called the collective mind.

Human Resources Planning, a Component of SHRM
Strategic Planning

Torrington et al. (2005) defined strategic planning
as the process of collecting information about HR to
meet the organization’s objectives; it includes the
analysis of the existing HR and the assessment of the
availability of new ones in numbers and skills outside.
Planning uses the forecast tools to link the past data
with the future trends.

Human Resource Planning (HRP) (workforce
planning) is a continuous process that tries to fill the
empty positions with the internal and external supply.
HRP requires knowledge and data coming from the
business plan and the statistical analysis.

As it was said the strategic planning precedes the
human resources planning. HRP compares HR
requirements and availabilities. After analyzing the
quantity of surplus and shortage, strategies must be
found to deal with each situation.

Succession planning is a way to guarantee the filling
of top management positions by recruitment and
promotions of the internal employees through regular
management training. This type of planning came back
strongly in the 2000 s where organisations have been
imposed to have succession schema to collaborate with
financial institutions (Stredwick, 2005).

Manpower Planning Models-Traditional Human
Resource Planning

The emphasis in a traditional manpower planning is
on knowing the numbers of employees that will be
needed in the future according to the existing ones and
the manpower supply from the internal and external
environment. A typical model of traditional manpower
planning is shown in Fig. 4 (Torrington et al., 2005).
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MISSION DETERMINATION
Decide what is to be accomplished (purpose)
Determine principles that will guide the effort

ENVIRONMENTAL ASSESSMENT
Determining external conditions, threats, and opportunities

Determining competencies, strengths, and weaknesses within the
organization

External
Internal

OBJECTIVE SETTING

Specifying corporate—level objectives that are:
* Challenging, but attainable
* Measurable

* Time specific
* Documented (written)

STRATEGY SETTING
Specifying and documenting corporate—level strategies and planning

STRATEGY IMPLEMENTATION

Fig. 1. Strategic management process (Wayne and Martocchio, 2016)

Fig. 2. SHRM formulation process in private sector
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Fig. 3. SHRM formulation process in the public sector. (SHRM in a Ministry)

Fig. 4. A model of traditional manpower planning (Torrington et al., 2005)
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To achieve a planning of the human resources in a
traditional way, first we begin by an analysis of the
corporate strategies and objectives to estimate the future
demand (a task performed by the top management).

The supply is influenced by the internal and the
external environment:

e Internally, simulations are performed to expect the
supply of human resources by taking into
consideration the numbers of recruitments,
retirements, promotions...etc

Externally, a study is performed to anticipate the
supply of human resources from the labour market.
The forecasted demand and supply are then
reconciled to arrive to a possible balancing using a
plan to achieve it (Torrington et al., 2005)

Results
A New Approach of Designing a SHRM Framework
Understanding the Environment

The authors conclude that HR has to be managed
with a strategic vision, which means it has to go with the
general strategic business. Hence SHRM plays a decisive

role in achieving the vision of the organization by
providing the necessary employees and skills.

What differentiates the private sector from the public
sector is the way HR is managed. In public sector there
are a lot of reforms and every year new government laws
and programs, but when talking about the yield it is
actually very minim, a legitimate question is to ask why
government reforms do not give what they are supposed
to give in terms of changes and benefits to the
population. The answer is difficult but there is an
obvious factor that not everyone understands it, there
must be an effective conscience that the HR is the key
factor of the success of every reform.

The SHRM begins with developing a common vision of
the future, what are the ambitions and future investments of
the organization; its business strategy, after that take a look
to the actual state of the whole HR system in terms of
numbers and competencies then trying to much the HR
availability with the desired demand.

The Approach

The following plan (Fig. 5) gives the proposed steps
for a SHRM formulation beginning with the strategic
planning; it relies on quantitative and qualitative data to
define a HR strategy.

Strategic Management

)\
Quantitative information Qualitative information
1 w
Organizational SWOT analysis
ohjectives and strategies -
Y \ ¥ \
Demand assessement Supply forecasting || Individuel SWOT || Organisation SWOT
\ / \ /
Markov modeling Fuzzy method
ll ‘J;
Gap analysis HR strategy
l [
1 / I Lo

. . _-J
Quantitative data

Fig. 5. A general SHRM framework (the HR strategy formulation)
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Quantitative Information comes from the Gap
Analysis using Markov Modeling (for Example),
(Belhaj and Tkiouat, 2013)

In forecasting the supply of human resources,
organizations must consider both internal and external
supply of qualified candidates. The domestic supply of
candidates is influenced by the training, the manpower
development, mobility policies, promotion and retirement.
In this step the Markov modeling is one of the best tools to
model the manpower structure evolution.

The objective of constructing a stochastic model of
the process of human resources is especially to be able
to predict future numbers in the different categories of
grades. The stochastic model specifies for each
process, in probabilistic terms the law of change in
each individual level.

Researchers used a Markov model associated or
integrated to describe the change of the process in light
of its historical evolution, (Bartholomew, 1982).
Although these models are formulated in stochastic
terms, they are always treated in a discreet way. The
current number of individuals in a group of grades is a
random variable, but the analysis proceeds by replacing
each random variable by its expectation.

The problem of planning is treated by dividing the
entire heterogeneous manpower system in several
homogeneous subgroups (families of the same grades)
which form a partition of the entire personnel system.
This simplifies the prediction of the manpower
evolution, as it becomes acceptable that everyone in the
same group evolves similarly. This model gives a more
realistic view of the manpower advancement and the
development of each employee in his normal family.

Qualitative  Information uses SWOT Analysis
Coupled to FUZZY Method (for Example) to Refine
the Strategy Adoption, (Belhaj and Tkiouat, 2014)

An augmented SWOT analysis approach is
performed to evaluate strategies in the field of the
Strategic Human Resources Management (SHRM). The
ratings and attractive scores used require judgmental
decisions and should be based on expert’s opinion to
ensure the applicability of the chosen strategies. That’s
why the fuzzy decision making method is proposed
based on building a fuzzy inference system to treat a
second time the inputs data (coming from SWOT
analysis) by the fuzzy method with the goal of finding a
better strategies prioritization.

Fuzzy inference is a process of formulating the
mapping of the input data to an output using fuzzy
logic. It includes all these episodes: Membership
function, fuzzy logic operators and the if-then rules,
(Nobari et al., 2012). Fuzzy Inference Systems have
successful applications in automatic control, data
classification and decision analysis.
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The influence of the vagueness data and human
feelings express can be especially problematic when
most of the data collected during the scoring process are
qualitative, (Hosseini-Nasab et al., 2011). A simple
fuzzy SWOT approach is suggested to overcoming the
problem. Belhaj and Tkiouat (2015) have included the
client opinion and employee engagement in the Strategic
Human Resource Management by using an advanced
SWOT- FUZZY decision making tool.

Discussion

Several studies have treated the issue of SHRM,
Qayed Al-Emadi and Schwabenland (2015) examined
traditional and recent studies in order to assert the
main concepts of HRM models, a particular attention
has been given to the configurational approach which
works with quantitative data.

Reeshad and Bolunmez (2016) stated that
intelligence and experience are insufficient for effective
decision making knowing that 50% of firms have a
failure in decision making, the study proposed to
consider the option if having a wrong decision to make.

Studies treating strategy in relation to performance
have also been conducted, in this context Uysal (2014)
affirmed that SHRM can be defined with employee/firm
performance relationship. The author developed a model
where HRM practices develop individual performance of
employees to impact the general performance of the
organization. Waiganjo et al. (2012) developed a
framework that shows the influence of HR on the firm
performance and so made light on the relation between
SHRM and the firm performance.

Decision making in the field of the SHRM cannot be
taken just from the conventional methods of
management, as it was stated before performance is
highly correlated to the way HR are managed. It is time
to switch up from the traditional management of HR to a
modern and scientific approach that can enable us to
manage strategically. The proposed framework tries to
emphasize on the importance of integrating scientific
tools in the strategic human resource formulation. It is
with reliable data and well analyzed information that a
strategy can be built.

Conclusion

Human Resource management has a major impact
on individual and so on productivity and organizational
performance. Strategic Human Resource Management
implies the ways in which HRM is crucial to
organizational effectiveness. Hence organizations have
to carefully design strategies by using quantitative and
qualitative data for effective utilization in achieving
greater competitive performance.
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The present paper presents an overview of the SHRM
field by making light on the main concepts and steps of
the strategy formulation, in the same time models and
scientific tools have been used to enhance the HRM to a
modern branch of science.

Organizations today are facing new changes in HR
policies, in this context there are new challenges that
have been identified, beginning by giving more
importance to new technological tools in managing
HR, thinking strategically about HR, preparing
managers and succession plans, giving attention to
employee commitment and social climate and
exploiting analysis of HR data.
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