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Abstract

This theoretical basic research paper was written in order to accomplish three research objectives: (1) to perform
a brief description of selected popular models of Human Resource Management (HRM) developed by various
scholars or authors; (2) to revisit and review the model of HRM developed by me in 2009; and (3) to introduce a
generic model of HRM with an adequate theoretical base. It revealed that at least five popular models exist in the
literature of HRM and they were briefly reviewed. The relevant review done with regard to the model developed
locally as the first model of HRM in 2009 revealed that it is an internally focused but comprehensive and distinct
model with a necessity of incorporating forces which exist in internal and external environments. Finally, a
generic model of HRM which is composed of seven interrelated components such as internal environment,
external environment, HRM fields and functions, HRM outcomes, organizational outcomes, HRM academic and
professional factor, and feedback through evaluation was developed and presented by using several common
theories, perspectives, arguments and logical beliefs. Hopefully the generic model will be a significant value
addition to the existing local as well as international body of knowledge of HRM which is a highly recognized
academic discipline and an established practice.

Keywords: human resource management, HRM model, generic model
1. Introduction

I (the author of this paper) originated a simple but distinct definition of HRM in 2009 (first it was published in
1995 in Singhala language) and it is: “HRM is the effective and efficient utilization of human resources to
achieve goals of an organization”. Viewing from 12 definitions given by various authors 10 common
characteristics of HRM were identified and they are: (1) HRM fucuses on managing people; (2) it is managing
people at work or employees who make up an organization; (3) it exists within an organization; (4) it generally
attempts to serve for the organization where it is practiced, employees working for it and society at large; (5) it
is the human side of Business Administration; (6) it is a traditional functional field of Business Administration;
(7) it was traditionally termed as Personnel or Personnel Management; (8) it has a set of activities that focuses
on effective use of employees for the accomplishment of organizational goals; (9) it is mainly concerned with
human relationships within an organization; and (10) it has policies, practices and systems influencing
employees (Opatha, 2009).

HRM is a recognized academic discipline as well as a recognized profession in Sri Lanka and in the world too. It
provides many solutions to create and enhance success and progress of success of organizations; and it is the
field that is concerned with improving the standards of living of people at work (Opatha, 2019%). Opatha (2009)
presents five reasons of why HRM is of very importance for an organization. They are: (1) Human resources are
the most important resource that managers utilize to achieve goals of an organization; (2) Quality of other
functional fields of management heavily depends on quality of HRM in an organization; (3) HRM is a vital
responsibility of every manager in an organization; (3) HRM contributes to organizational success and then
societal success; and (5) Management of employees is more difficult than managing other resources. A
comprehensive study based on a content analysis of 30 textbooks with regard to the case for teaching HRM in
management education done by Opatha (2019?) revealed 13 common reasons which underline how much HRM
is important to us. These thirteen common reasons in the order of importance are: (1) Organizational success; (2)
Sustainable competitive advantage and organizational improvement; (3) Every manager’s vital responsibility and
contribution to societal success (two reasons); (4) Enhancing professional life success; (5) Enhancing personal
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life success; (6) Enhancing quality of organizational life for employees, uniqueness of human resources, and
contribution to the natural environment (three reasons); (7) organizational survival, other functional field
dependency, and legal compliance (three reasons); and (8) HRM profession’s growth.

It is true that there is no generally accepted model of HRM in the literature which can be taught to students of
HRM and which can be applied by HRM professionals in industries in Sri Lanka and perhaps in the developing
context. The increased understanding of modeling HRM in detail acquired by the lecturer will lead to increase
his or her structuring dimension of lecturing behaviour, which has a significant positive impact on student
satisfaction of learning (Opatha, 2020). My observations of HRM teachings performed by academics and
professionals in Sri Lanka uncover that different models, particularly foreign ones are being utilized by some
academics and professionals and of course no models of HRM which represent an overview of HRM are being
utilized by others. A careful examination of the textbooks on HRM reveals that there are some textbooks which
do not present a model of HRM and a certain number of books do present. There is a need of developing a model
of HRM which is a relatively more comprehensive, richer, understandable, and teachable one that will be more
useful for HRM academics and professionals, at least in Sri Lanka and in the developing context. Also, | have a
personal scholastic need and a social obligation to develop and present such a model to the readers of this paper
and particularly to my students to enhance their learning of HRM by being the first Professor in HRM in Sri
Lanka and the first Senior Professor of HRM (Chair) in Sri Lanka.

I established three objectives for writing this theoretical research paper. They are:

1. To perform a brief description of selected popular models of HRM developed by various scholars or
authors.

2. Torevisit and review the model of HRM developed by me in 20009.
3. To introduce a generic model of HRM with an adequate theoretical base.
2. Method

This research paper is non-traditional by being descriptive and prescriptive. This research paper is theoretical as
it is based on the ideas and perceptions. Indeed, this is a research study done by using two non-scientific methods
such as authority mainly and intuition to a certain extent. Authority is a non-scientific method of acquiring
knowledge and it involves seeking answers from authority or experts on a specific subject (Davis & Cosenza,
1985; Nazario-Romero, 2016). As this research paper aims at forming an essential foundation for modeling the
subject of HRM by making an original theoretical contribution to the existing body of knowledge of HRM, it is
considered as a basic study. In order to achieve the first objective, a relevant literature survey was done by using
the desk research strategy. Textbooks and scholar books on HRM published by relevant authorities were utilized.
The available textbooks and scholar books were first examined for exploring the availability of models of HRM.
Not all but only some textbooks and scholar books had models and only five models of HRM were selected for
the purpose of reviewing because of their popularity and lucidness. My writing with regard to the model was
used for achieving the second objective of the paper. Arguments and strengths from the selected models, my
logical beliefs, and some generally accepted relevant theories and perspectives were utilized in order to achieve
the third objective which leads to the major contribution of this paper.

3. Popular Models of HRM

I define a model of HRM as a framework that theoretically describes and explains how a system of HRM works.
It is instrumental for understanding how various components or elements of HRM interrelate, depend on each
other and work to produce certain results. Here a model of HRM means a framework that presents an overview
of HRM.

The Matching Model by Devanna, Fombrun & Tichy is a popular model of HRM and it was developed in 1984 by
Devanna, Fombrun, & Tichy who were academics at the Michigan Business School, USA. An alternative name for
this model is the Michigan Model of HRM. The model presents four components which include: (1) Mission and
Strategy: Mission is the reason for being of an organization. Strategy includes both the process by which the
objectives of the organization are chosen from the set of all feasible objectives that are available to the organization
and the process by which organizational resources are used to carry out those objectives; (2) Organization Structure:
This means the way of designing the organization to carry out works to achieve organizational objectives including
division of labour, job designing, departmentation, delegating authority etc.; (3) HRM: This means systems of
recruiting and developing people to do jobs defined by the organization’s formal structure, and evaluating people’s
performance and rewarding it; and (4) Environmental Pressures: These include economic forces, political forces,
and cultural forces which have effects on the above mentioned three components.
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The model stresses that HRM is an integral part of Strategic Management (SM) which consists of mission and
strategy, organization structure, and HRM. The model points out that HRM is affected by mission and strategy
and organization structure and also HRM does affect mission and strategy and organization structure, implying
that the four components are interrelated and inter-depended. A major point or idea given by the model is that
HRM plays a critical role in strategy formulation and implementation being an integral part of SM. Another
major point is that HRM needs to be matched with mission and strategy and organization structure. There are
environment pressures which affect SM including HRM. This point can be considered as the third point deriving
from the model. The model is a general model showing the linkage between SM and HRM, and however, it does
not indicate certain specific functions of HRM.

The Harvard Model of HRM by Beer, Spector, Lawrence, Mills, & Walton is another popular model of HRM.
This model was developed by Beer, Spector, Lawrence, Mills, & Walton being academics at the Harvard
University in 1984; and this model is alternatively called the map of the HRM territory (Beardwell & Claydon,
2007). The model presents five components which include stakeholder interests, situational factors, HRM policy
choices, Human Resource (HR) outcomes, and long-term consequences. These five components are interrelated
in a larger system and in the model, there is feedback that means that long-term consequences impact stakeholder
interests and situational factors. An example is that increased profit which is a measure of organizational
effectiveness impacts shareholders in the way that increases their satisfaction. HRM policy choices include
employee influence (industrial relations and employee involvement); human resource flow (employee resourcing
and HR development); reward systems (reward management); and work systems (motivation, control and work
systems) (Vickerstaff, 1992). According to the model, there are stakeholders and situational factors which affect
HRM policy choices, which subsequently result in HR outcomes, which ultimately lead to long-term
consequences.

Major ideas of the model are: (1) When HRM policy choices are made stakeholder interests are to be taken into
consideration; (2) There is a need of locating HR policies in a wider environmental context that is having
external forces and internal forces; (3) HRM activities generate two types of results, i.e., HR outcomes and
long-term outcomes; and (4) HRM is for well-being of employees, success of the organization, and well-being of
the society. The labelling of the components of HRM policy choices may not be consistent with traditional
labelling of HRM functions. Job satisfaction, job involvement, lack of counter-productive behaviour, attendance
can be considered as important HR outcomes though they have not been included specifically in the model.

The Model of HRM by David Guest is a well-known model of HRM, and David Guest from London School of
Economics developed this model of HRM in 1987. According to his thinking and proposing HRM comprises a
set of policies designed to maximize organizational integration, employee commitment, flexibility and quality of
work, and within this model, collective industrial relations have only a minor role (Guest, 1987). This model can
be viewed as a theory of HRM (Legge, 1995) and it theorizes that policies lead to HR outcomes (which are
strategic planning/implementation, commitment, flexibility/adaptability, and quality) then lead to organizational
outcomes (which include high job performance, high problem-solving, successful change, low turnover, low
absence, low grievance level, and high cost-effectiveness). In the model basically HR policies represent HRM
functions, and Guest (1987) identified HR outcomes as goals of HRM.

The Guest model of HRM is a significant contribution to understand and explain a particular approach to
managing people at work. Some of the major points of the model are (adapting from Guest, 1987): (1) HRM
activities (so called policies) need to be designed and implemented in order to achieve four goals such as
integration, commitment, flexibility, and quality; (2) The achievement of the four goals will lead to
organizational outcomes, i.e. high job performance, high problem-solving, successful change, low turnover etc.;
(3) If HR policies can be integrated into strategic plans, if they cohere, if line managers show the importance of
HR cognitively and behaviourally, if there is an identify of interest (what is good for the organization is
perceived by its employees too as good for them), organizational strategic plans get implemented successfully.
The model does not directly consider some organizational outcomes such as profits, market share, legal
compliance, and customer service quality. Ethicality of employees as a goal of HRM seems to have not been
considered.

Jackson and Schuler presented a framework for managing HR through strategic partnerships in 2003. The
Framework for Managing Human Resources through Strategic Partnerships by Jackson & Schuler is considered
by me here as an important model of HRM even though most of the general textbooks on HRM do not have a
discussion on it. A major reason for such a non-discussion is more likely that the model was developed as a
unique one exclusively for the relevant textbook. According to the authors HRM refers to all of the activities that
an organization uses to affect the behaviours of all the people who work for it; and because the behaviours of
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employees influence profitability, customer satisfaction, and a variety of other important measures of
organizational effectiveness, managing HR is a key strategic challenge. The framework presents a discussion of
what an organization needs to consider in managing HR effectively. | believe that this framework is
comprehensive and very useful. It has five components, i.e., stakeholder satisfaction, HRM activities,
organizational environment, global environment, and the HR profession. All the five components have effects on
each other. Most importantly the framework stresses that HRM does not occur in a vacuum but it occurs in a
larger context internally, locally, and multi-nationally.

Managing HR through strategic partnerships means performing HRM activities in the way that makes
stakeholders, particularly key ones satisfied. Jackson & Schuler (2003), by presenting the framework, define
success as effectively serving the interests of primary stakeholders, and theorize that their interests define an
organization’s fundamental objectives which, in turn, drive its approaches to managing employees.

The HR profession is a special component in this model of HRM which has not been seen in other models.
According to Jackson & Schuler (2003) understanding the HR profession is essential for successful managing
HR in an organization as it provides HR professionals who have the right expertise (knowledge and skills) to
design and implement HRM systems without which managing HR does not become effective. Some major
points of the model are (adapting from Jackson & Schuler, 2003): (1) HRM activities can be formal policies and
daily practices. Formal policies represent statements of expectations and aspirations; (2) HRM activities do not
occur in a vacuum and they are shaped by various internal forces, which, in turn, get shaped by forces in the
external global environment; (3) Change is an ongoing process in the organization and HRM activities play a
central role in supporting the organization’s ongoing process of change; (4) It is a must that line managers in all
fields of organizational management get involved in HRM; and (5) Professional HRM expertise is essential for
the design and implementation of effective HRM systems. The model does not consider HRM academics as a
separate factor or along with the HR profession. HRM academics indeed have a positive impact on originating
new concerns for HRM and formulating solutions for various HRM issues being faced by a particular
organization or organizations in industries in general.

The ARDM Model of HRM by lvancevich is the next model of HRM presented here. lvancevich (2010)
introduced this model called the ARDM model for HRM. The ARDM (A = acquiring, R = rewarding, D =
developing, and M = maintaining and protecting) HRM model presents four major components, i.e., external
environmental influences, internal environmental influences, human resource processes, and desirable end
results, and explain the interrelationships among them. The model emphasizes some of the major external and
internal environmental influences that directly or indirectly affect the match between HRM activities and people
(Ivancevich, 2010). It is a mention in the model that it is not possible to include every important environmental
influence, HRM activity, or criterion for effectiveness, and instead, the model provides an orderly and
manageable picture of what HRM activities (HRM functions were labelled as HRM activities) intend to
accomplish. It is possible to see four words (in fact four verbs) such as ‘Diagnose, Prescribe, Implement, and
Evaluate’ in the model. When an employee problem (example: an employee is not properly performing his or her
job) occurs, that needs to be solved. In solving the HR problem, the HR manager is required to diagnose the
problem (to identify its cause or causes), then prescribe (to make a solution), then implement (the made solution
is activated), and finally evaluate (to assess the effectiveness of the made solution in solving the problem). Hence,
the ARDM model can be applied by the manager to making decisions.

Major points of the model are: (1) There are four main HR processes, i.e. acquiring HR, rewarding HR,
developing HR, and maintaining and protecting HR; (2) Focus of each of these four major HR processes is on
people and results; (3) HR activities have to be designed and implemented in the way that they lead to desirable
end results (socially responsible and ethical practices, competitive high quality product/s, competitive high
quality service/s); and (4) A set of relevant factors needs to be focused in HRM. The model does not provide
specific HRM functions though it presents four major areas of HRM.

4. Revisiting the Model of HRM by Opatha

Opatha, the author of this research paper, presented an original model in 1995 in his book titled
SEWAMANDALA KALAMANAKARANAYA (Personnel Management) in Singhala medium. Later | published the
same with few additions in the book titled Human Resource Management: Personnel in 2009. Refer to Figure 1.
This is the model of HRM developed by me as an endeavour to pioneer Sri Lankan literature of HRM. As a
matter of fact, this is the first model of HRM developed in Sri Lanka. The model consists of four components,
i.e., HRM functions, objectives, strategic goals, and generic purpose. I used the term ‘function’ for the term
‘activity’, hence HRM activities (labelled by other authors) were labelled as HRM functions. The model presents
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a comprehensive list of HRM functions starting with job design and ending with labour relations. Altogether,
eighteen HRM functions exist in the model. These functions are interrelated (from the arrows shown in Figure 1
this is visible) and some functions (example: successful performance of selection function depends on successful
performance of recruitment function) are interdependent.

Job Design I Performance l Objectives
Evaluation 1. procure right people at
* the right time to do the
right jobs
Job Analysis . Training & 2. retain the most
Development appropriate employees
¢ within the organization
3. getandimprove
HR Planning L, Career organizational
Management commitment of the
‘ | employees
Recruitment Pay 4. generate and enhance
Induction _,_b Management job |n\.fo\v.ement_5c X
organizational citizenship
* C 5. motivate employees
Selection Welfare 6. enhance job satisfaction
™ Management 7. control the cost of
employees
L Hiring l
Management
—
of Incentives

Strategic Goals
1. improve employee

Employee productivity
Movements

» 2 employee development
3. increase quality of work
life

> Health & 4. ensure legal compliance
Safety
5. ensure customer
compliance
Discipline
Management
Generic Purpose
i Generate and retain an
Grievance ¢
Management appropriate and contented
human force, which gives the
maximum individual
L, Labour — contribution to organizational
Relations

success

Figure 1. Opatha’s Model of HRM
Source: Opatha (1995); Opatha (2009)

Opatha (2009) theorizes that generic purpose of HRM, i.e., to generate and retain an appropriate and contented
human force, which gives the maximum individual contribution to organizational success, needs to be
accomplished by achieving strategic goals of HRM and objectives of HRM, and in order to achieve them, a
series of functions called HRM functions is to be performed. Managing people at work in an organization
consists of 18 functions called HRM functions which need to be performed in order to achieve objectives of
HRM, and then goals of HRM. Accomplishment of objectives and goals of HRM will finally result in realizing
the generic purpose of HRM which is in simple “to generate and retain right employees who give maximum
contributions to achieve organizational success”.

The model presents four major points which are: (1) A sequential process exists from job design to induction. It
implies that job design has to be done first and then job analysis and then human resource planning and so on; (2)
In respect of functions from performance evaluation to labour relations, usually a sequential process does not
exist. It implies that these functions can be performed simultaneously or there are no pre-requisites or
post-requisites; and (3) HRM functions contribute to achieve objectives of HRM and strategic goals of HRM;
and (4) Achievement of objectives and strategic goals of HRM leads to achieve generic purpose of HRM.

I consider this model as comprehensive, and indeed it is an internally focused model meaning that it does not
include environmental aspects, both external and internal. In reality there are forces which exist in the business
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environment and they influence and moderate the way of managing employees in an organization. For example,
a demand from a group of people that comes to the organization to stop environmental pollution caused by the
organizational work influences the relevant management to start and implement seriously a program that makes
the employees of the organization green. | consider this model as useful owing to the four major points which
were mentioned in the above paragraph. My experience of using this model for teaching HRM to thousands of
undergraduate and postgraduate students was highly positive. By the time of writing this paper | possess 34 years
of active teaching experience.

5. A Generic Model of HRM

I hereby introduce an advanced model of HRM for which I call Generic Model of HRM. This model takes into
consideration of many dynamics of managing people at work in an organization. Though the model can be
considered as an advanced model | present it here in the way that is simple and distinct as well. Refer to Figure
2.

Internal Environment External Environment

Vision, mission, values, Economic, demographic,

strategy, organizational cultural, political, legal,

culture, etc technological, global etc

forces

HRM Fields and Functions HRM Outcomes Organizational Outcomes

1. Employment Planning (job 1. Acquisition of right 1. Employes productivity
design, job analysis, and HR employees at the 2. Cost-effectiveness
planning) right time 3. Profits

2. Staffing (recruitment, 2. Retention of right 4. Market share
selection, hiring and employees 5. Legal compliance
induction) 3. Competence 6. Employer branding

3. HR Development 4. Motivation 7. Customer service quality
(performance evaluation 5. Job satisfaction 8. Product quality
and mgt, training & 6. Organizational 9. Employee development
development, and career commitment 10. Happiness
planning) 7. Jobinvolvement 11. Long-term employability

4. Rewards Management 8. Citizenship 12. Quality of work life
(pay management, 9. Attendance 13. Work-family balance
incentive management, and 10. Presenteeism 14. Ethical performance
welfare management) 11. Counter-productive 15. Organizational green

5. Employee & Labour behaviour (Lack of) performance
Relations (employes 12. Job performance 16. Cooperative negotiation
movements, health, safety 13. Integration and conflict
& security, discipline 14. Coherence management
management, grievance 15. Alignment 17. Reliability and
management, and labour 16. Ethicality trustworthiness
relations) 17. Greening

HRM Academic and Professional

Factor

T

Feedback through Evaluation

Figure 2. A Generic Model of HRM

HRM outcomes will result in organizational outcomes which represent organizational success. Organizational
success may alternatively be called organizational effectiveness, business performance, or organizational
performance (Ramawickrama, Opatha, & Pushpakumari, 2017). One of the popular theories in management is
Stakeholder Theory or Approach (Freeman & McVea, 2001; Greenwood & Simmons, 2004). If a question “For
whom is HRM?” is asked, the answer needs to be ideally “for all stakeholders”. Stakeholders are the parties or
individuals who can affect and are affected by the performance of the organization. Primary stakeholders of an
organization are owners (who have invested their money to start the organization), customers (who purchase the
products of the organization to meet their various needs), employees (who give their competencies, time, effort
etc to perform various jobs of the organization), other organizations such as suppliers (who provide various
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inputs needed by the organization to transform to produce goods or services) and unions (that have organized
labour to protect relevant job or occupational interests), and society (people in general and the natural
environment). The natural environment can be considered as a separate unique constituent as it is the planet. The
natural environment includes lands, forests, plants, animals, and other natural phenomena; and people and
organizations utilize various inputs from it as resources and therefore, they depend on the planet (Opatha, 2019°).
Jackson & Schuler (2003, p.17) write:

“The principle that effective management requires attending to all relevant stakeholders is as true for managing
human resources as for other management tasks. Human resources practices cannot be designed solely to meet
the concerns of employees. Nor can they be designed by considering only their consequences for the bottom line.
Organizations that are the most effective in managing people develop HR systems that meet the needs of all key
stakeholders.”

Is it possible to meet the needs of all key stakeholders simultaneously? This is an important question in this
context. There are two opposing ways of looking at the role of stakeholder management, i.e., zero sum and
symbiosis (Dess, Lumpkin, & Fisner, 2008). Zero Sum is a perspective that looks at stakeholders as competing
for the organization’s resources which are indeed limited. Gain obtained by one stakeholder group will become a
loss of another stakeholder group (Dess, et al, 2008). Examples: (1) if employees get higher pay, that will reduce
profits for shareholders; (2) If the company gives a donation to a charity, that will take money for the
organization reducing profits for owners (Opatha, 2019%). Thus according to this perspective, there will be
conflicting demands. Symbiosis is a perspective that looks at stakeholders as parties who depend on each other
for their success and well-being. Each group needs other groups for its success and survival, and managers
acknowledge the interdependence among employees, suppliers, customers, shareholders, and the community at
large (Dess, et al, 2008). Each group must reduce its greed and selfishness so as to get mutual gain to a
significant extent. Close relationship should exist among the groups (Opatha, 2019°. According to this
perspective, the organization can get mutual gain through stakeholder symbiosis. Thus, in order to develop this
model of HRM, symbiosis perspective was adopted. According to a theory of HR Co-creation proposed by
Hewett & Shantz (2021), HR and stakeholders optimize value through collaborative efforts to innovate in the
design and use of HR practices to satisfy needs of multiple stakeholders in better way.

As far as the proposed generic model is concerned, success can happen at two levels, i.e., HRM level and
organization level. Success at HRM level is represented by HRM outcomes. Organizational outcomes do
represent success at organizational level. Thus, organizational success is the extent to which the specific
organizational outcomes have been realized. Jackson and Schuler (2003) define success as effectively serving the
interests of key stakeholders.

17 specific organizational outcomes have been mentioned in the model and they relate to the interests and needs
of primary stakeholders, i.e., owners & investors, customers, employees, society (including the natural
environment), and other organizations such as suppliers and trade unions. Specific outcomes from 1 to 6 relate to
satisfaction of owners and investors. Specific outcomes numbered 7 and 8 relate to customer satisfaction. Four
specific outcomes from 9 to 12 relate to employees. Specific outcomes numbered 13, 14, and 15 relate to the
needs of the society (including the natural environment). The needs of other organizations are related by specific
outcomes numbered 16 and 17. Indeed items 1 and 5 relate to employees too. It is asserted that HRM can serve
all these stakeholders.

HRM functions get changed or shaped by forces which are in the internal environment and the external
environment. According to Institutional Theory pressures emanate from the internal and external environments,
and an organization as a social entity seeks approval for its performance in socially constructed environments
(Jackson & Schuler, 1995). Institutional theory suggests that external pressures shape organizational action, and
regulatory and social pressures are critical (Arulrajah & Opatha, 2016). One internal force is strategy which is
what top managers of the organization expect to accomplish in the long run. If strategy of an organization that is
in super market industry includes an expansion of business such as starting a new shop in a new location it has a
direct impact on HR planning, recruitment, selection, hiring, induction, and training. A new group of employees
will have to be estimated, recruited, selected, hired, and inducted. Also the new staff will have to be trained. One
external force is competition. An organization may face intense competition in labour market. When a large
number of organizations compete for certain human resources, a greater attention has to be given to retaining
high performers within the organization through appropriate actions such as a new career development
programme and a new job redesign programme. To give a detailed analysis of various forces both in internal
environment and external environment is beyond the objectives of this paper.
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Feedback through evaluation is an integral component of the model of HRM. Degree of successful performance
of each HRM function needs to be measured in order to determine how well and how far it has been carried out.
Furthermore, degree of accomplishment of each of HRM outcomes needs to be measured. For betterment of
HRM in the future it is essential to get right answers for questions such as (1) Have HRM functions been carried
out in the planned way or not? (2) Can they be improved further? (3) If yes, how can they be improved? (4) Have
HRM outcomes (goals in another way) been accomplished? and (5) To what extent have they been
accomplished?

Hence, feedback through measurement becomes essential. After measuring, deviations can be known and then
remedial actions can be taken to make things better. Many years ago, a classic author of HRM (then Personnel
Management) namely William F. Glueck (1979) explained the importance of evaluating the personnel functions
and he utilized a term, i.e., Personnel Audit for evaluation of the personnel function. One of the most important
functions of HR professionals is to evaluate talent management and development techniques and identify
opportunities for the purpose of effective management of human capital (King, 2016). It is appropriate to
mention here several approaches of HRM evaluation which include HR Scorecard (Opatha, 2009; Dessler, 2018),
HR Audits (Werther & Davis, 1996), HR Surveys (Schmitt & Klimoski, 1991), HR Experiments (Sekaran &
Bougie, 2016), HR Qualitative Studies (Bryman & Bell, 2011), and HR Analytics (Bhattacharyya, 2017; Opatha,
2020).

In the model, there is a component namely HR academic and professional factor. In this particular contextual
factor, there are university academics who do new significant contributions to the existing body of knowledge of
HRM and professionals who deal with professional institutes of HRM. For example, when a new book that
contains new concepts and principles to enhance certain phenomena in the organizations was published by a
well-known appropriately and highly qualified academic, HR manager and his or her staff of the organization
may decide to adopt and adept the ideas of the book in managing employees. Consequently, new HRM systems
get commenced.

Thus, HRM is a vast management phenomenon and it has certain distinct functions (may be called activities) to
be carried out by HR manager and other managers. Successful performance of these HR functions will lead to
accomplishment of HRM outcomes. Then, the accomplishment of HRM outcomes results in organizational
outcomes. Furthermore, these HRM functions are shaped by various forces in the internal environment and
external environment. It is essential to do feedback through measurement for making successful performance of
HRM functions better and increasing the degrees of accomplishment of HR outcomes. HRM academic and
professional factor contributes to formulation, addition or dropping of certain HRM systems or practices.

An attempt was made to adapt the General System Theory to underpin the proposed generic model of HRM.
According to Wright & Snell (1991) the general system theory has a discussion of inputs, processes, and outputs.
At this model, the inputs are various forces which exist in the internal environment and the external environment
as well. HRM fields and functions are to be considered as processes. HRM outcomes and organizational
outcomes become the outputs. For the purpose of developing an expanded underpinning, the Resource-based
View of the Firm is adapted. According to Barney (1991), the resource-based view makes it clear that sustained
competitive advantages can only be found in the rare, imperfectly imitable and non-substitutable resources which
are present in the firm. Competitive advantage is only possible to happen in situations of firm resource
heterogeneity and firm resource immobility (Wright & McMahan, 1992). The resource-based view of the firm is
a perspective that firms’ competitive advantages are due to their endowment of strategic resources that are
valuable, rare, costly to imitate, and costly to substitute (Dess, et al, 2008). Through sound performance of HRM
functions it is possible for the organization to acquire, develop, and maintain employees who are valuable, rare,
difficult to imitate, and difficult to substitute. These unique employees enable the organization to realize various
HRM outcomes and organizational outcomes.

HRM literature (Hendry, & Pettigrew, 1986; Schuler, 1992; Kleiman, 2000; Mello, 2002; Anthony, Kacmar, &
Perrewe, 2010; Stewart & Brown, 2014) provides a useful perspective called Strategic Perspective. The strategic
perspective mainly focuses on (1) utilizing human resources and HRM as a source of sustainable competitive
advantage (Kleiman, 2000; Mello, 2002); (2) HRM is integrated with the strategy and strategic needs of the
organization such as vision, mission, and goals (Anthony et al, 2006); (3) HRM policies and functions cohere
within themselves and with other functional fields of the organization (Opatha, 2009); and (4) HRM strategies
are aligned with competitive business strategies (Stewart & Brown, 2009). Certain HRM outcomes such as
integration, alignment, and coherence come from the strategic perspective.

Finally, another perspective called Sustainability Perspective is considered as a significant underpinning for the

65



http://ibr.ccsenet.org International Business Research \Vol. 14, No. 7; 2021

generic model of HRM proposed by me. Sustainability perspective drives from the paradigm of Triple Bottom
Line introduced by Elkington (1994, as in Johnson, 2007), framework of Sustainable HRM introduced by De
Prins in 2011 (as in Rompa, 2011), the writing by Cohen, Taylor, & Muller-Camen (2012), and the writing by
Kramar (2013). Greening which derives from sustainability perspective is a critical employee requirement to be
created and enhanced within every employee in every organization (Opatha, 2013; Opatha & Arulrajah, 2014;
Opatha and Kottawatta, 2020). Opatha (2019°, p. 31) defines: “Sustainable HRM is that part of HRM which is
concerned with Planet-related matters, Society-related matters and Profit-related matters. It refers to the policies,
procedures, rules, practices, and systems of managing employees which contribute to achieve sustainability.” AS
a result of this perspective, | included presenteeism (Werapitiya, Opatha, & Fernando, 2016), ethicality (Silva,
Opatha, & Gamage, 2016), and greening as HRM outcomes; and profits, employer branding, happiness,
work-family balance, ethical performance, and organizational green performance as organizational outcomes.

6. Conclusion

I decided not to use certain generally accepted research methods for this research paper as it is a non-scientific
one, but an original theoretical research paper. Being a basic or pure paper, this paper was written to achieve
three research objectives. The first one was: “To perform a brief description of selected popular models of HRM
developed by various scholars or authors”. 34 textbooks and 07 scholar books which were readily available to
me were examined and five models were selected owing to their international popularity and personal interest.
The Matching Model by Devanna, Fombrun & Tichy; the Harvard Model of HRM by Beer, Spector, Lawrence,
Mills, & Walton; the Model of HRM by David Guest; the Framework for Managing Human Resources through
Strategic Partnerships by Jackson & Schuler; and the ARDM Model of HRM by Ivancevich were described.

The second research objective of this paper was: “To revisit and review the model of HRM developed by me in
2009”. This model consists of 18 functions of HRM, objectives of HRM, strategic goals of HRM, and the
generic purpose of HRM. The model shows the sequential order and the network of relationships among the
components. Finally, a brief review was performed and it was argued that the model is an internally focused
model as it does not include environmental aspects, both external and internal. However, it is indeed useful and
valid.

The third research objective was: “To introduce a generic model of HRM with an adequate theoretical base”. A
generic model of HRM was developed and presented in a simplified and lucid way and it is composed of seven
components with a logical network of relationships. The seven components include internal environment,
external environment, HRM fields and functions, HRM outcomes, organizational outcomes, HRM academic and
professional factor, and feedback through evaluation. 17 HRM outcomes were specified and 17 organizational
outcomes were specified. Common theories and perspectives such as stakeholder theory, symbiosis, general
system theory, the resource-based view of the firm, institutional theory, strategic perspective, and sustainable
perspective were used to provide a sufficient underpinning to the generic model of HRM developed in this paper.
In addition, arguments and empirical observations given and made by other scholars were utilized. In fact,
logical beliefs of the author of this paper were instrumental in developing the model. It is expected that the
model of HRM developed in this paper gives a significant original contribution to the existing body of
knowledge of HRM, not only the local knowledge but the global knowledge too. To perform empirical studies
based on the model is indeed useful for providing empirical evidence and substantiation. Correlational studies
and field experiments by using a set of variables deriving from the model are suggested generally.
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