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MGF2661 Weekly topics’ definitions and examples 

W1 Evolution of HRM 

What is HRM? 

• About managing the employment relationship: the management of employees for their own benefit and for the organisation’s benefit. 

• About influencing individual attitudes and behaviour: HRM refers to policies, practices, and systems that influence employees’ behaviour attitude and performance  

HRM is a range of activities associated with the employment relationship  

• It involves the management of work and the management of people who do the work  

• Covers all groups including managers 

• It is an activity that involves all managers 

• It involves a strategic choice of approaches 

• It focuses on individuals and collectives  

• It is influenced by history and culture 

• It is an “inevitable process”  

• HRM is a contested concept by some because of the focus on ‘resources’  

GUIDED READINGS:   

These articles are intended to provide an introductory understanding of HRM. The Davidson et al (2011) outlines a number of key HRM concepts, assumptions and issues in their 

examination of HRM in the hospitality industry. The article includes a brief summary of the evolution of HRM knowledge as well as key issues facing the hospitality industry. 

Note: This article will be useful for your group assignment later in the semester. 

The Boxall and Macky (2007) outlines a particular HRM approach called High Performance Work Systems (HPWS), sometimes known as High-Involvement Work Systems, as 

such, the authors see HRM as an integrated system of activities that influence employee outcomes and firm performance. Again note the contextual conditions that lead to HPWSs, 

the division of the workforce into managers and operational staff, the role of motivation in work and management concerns with improving quality and productivity as outcomes 

of an HR system. The Edgar and Geare article focuses on the development of the HRM models outlined in Lecture 2 with a particular interest in how employees respond to HRM 

practices. The article points to various theories and concepts, including ‘hard’ and ‘soft’ HRM that explain the development and operation of HRM models and the outcomes that 

are expected from HRM. 
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W2 Theory & models 

Harvard HRM: Soft HRM, Pluralist  SHRM: Hard HRM, Unitarism  

• Assumes that meeting employees needs through HRM can create positive 

work attitudes and actions and engendering commitment, satisfaction and 

engagement. 

• Long term concern of the Harvard model 

o Individual well-being (meet people’s needs and aspirations) 

o Organisation effectiveness (profit, sustainability, competiveness) 

o Societal well-being (assumes organisations have a social contract or 

social responsibility to stakeholders and communities in which they 

operate) 

• “A coordinated and integrated approach to HRM ensures that HRM strategies and 

processes are aligned with broad organisational goals and strategies” 

• SHRM provides organisations with competitive advantage through the management of 

human resources  

• “Strategic human resources management is the choice, alignment and integration of an 

organisation’s human resources management so its human capital resources most 

effectively contribute to strategic business objectives” 

• Example: Jetstar 

• Reading: Cascio and Garham: Employer branding 

• Multiple beneficiaries of HRM – the individual, the organisation and society:  

1. Stakeholder interests; Pluralist assumptions  

2. Situational factors; Shape/constrain strategic choice  

3. Policy choices; Decisions about how to manage employees  

4. HR outcomes; What the organisation wants to achieve from its HR policy 

choices (may be shaped by1 & 2 above)  

5. Long term outcomes; Employee commitment and wellbeing AND 

organisational outcomes flow from an HRM strategy.  

• Assumes HRM is used as a means to multiple ends eg employee needs are 

met as an end for HRM strategy (as well as the organisation and society) 

• Assumes people are an organisational asset eg ‘human capital’  

• Assumes a linkage between organisational strategy and HR strategy to achieve 

organisational outcomes/goals  

• Assumes SHRM approaches add value to the bottom-line  

• Assumes a mutuality of interests (unitarism) between employers and employees  

• Assumes various HR activities wiIl work together to achieve HR Strategy  (Horizontal 

Alignment) 

• Assumes people are of value, for strategic reasons. Employee needs are met as a means 

of achieving the organisation’s strategic outcomes 

HRM is a particular way of managing theorised through different models 

Harvard 

• Pluralist in that it identifies stakeholders with conflicting goals 

Strategic 

• Main beneficiary of HRM is the business, benefits to individuals assumed to follow this  
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• Links HRM and wider society because of the above 

• Ethically, individual wellbeing is an “end” in itself  

• Soft Approach  

• Unitarist in that it assumes common goals (and low conflict) 

• Individual wellbeing a “means” to achieving outcomes for the firm.  

• Ethically, utilitarian – greatest good deemed to come from profitable firms  

• Hard Approach  

• TOOLS IN THE MODEL: RBV, VIRO, HP/IWS, Horizontal & Vertical Alignment  

SHRM:  

• Outlines the goals and means for organising work and managing people  

• Outcomes relate to firm competitive advantage and performance  

• May result in different HR systems for different groups of employees  

• The more complex the firm the more complex the HRM system (e.g. large multi nationals)  

• Has a longer term focus 

• Assumes clear links between organisation’s strategic planning and HRM system 

• Assumes clear links between HRM system and firm performance  

• Assumes line managers are an important part of the HRM policy making and implementation  

GUIDED READING:  

This article provides important foundational knowledge for your understanding of HRM. The Barney and Wright paper is what we call a “seminal” paper (the implication is that 

the content “seeds” further knowledge – it is a man’s world in academia). It outlines and applies the resource-based view of the firm (RBV) and shows how it might be applied in 

particular organisations to gain competitive advantage. The RBV is an economic theory that helps us explain how and why HRM is assumed to create benefits for the firm. 

Please go back to the Diagrams for the SHRM and Harvard models 

• Understand the different assumptions for each and how they are different to each other 

• Consider real life examples for these 

Consider how a HR department in an organisation can use these models 
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MGF2661 Practice Exam 

Timing: 40 mins for each essays. Answer 3 essay question. 

Structure for the essay: 

• INTRODUCTION 
o background discussion 
o Outline main points covered in essay – answering the question 
o Marker can read introduction and know roughly what will be covered in the body 

• BODY 
o The analysis part of the essay 
o Should follow logically from the introduction 
o DEFINITIONS of key terms  
o Appropriate business case EXAMPLES, that illustrate the application of the theory you are talking about 
o Link back to the main question 

• CONCLUSION 
o Should sum up or recap what was already said in the body 
o No new analysis needed 

1. For many organisations, work design is an important marker as a ‘great place to work’. What is work design and how can it 
be used to meet the needs of employees and the organisation? Draw on examples from this semester to illustrate your 
response. 

Introduction: 
• Definition of work design:  

Work Design is the process of defining the way work will be performed in order to ensure it meets the needs of the 
employee and the organisation. For modern organisation it is a source of competitive advantage since work design 
helps to get the work done by attracting and retaining staff. 

• Predictions about job design for the future:  
Environment of rapid and disruptive change and pressure to adapt therefore need flexibility to shift from “designing 
organisation” to building organisational ecosystems, that is, get rid of structural hierarchies and build networks of 
engaged and empowered teams. It modern organisations, teams coordinated based on organisational culture, 
information systems and talent mobility. Jobs are organised around key themes such as customer services and draw 
on multifunctional teams. The advance of technology draws talents mobility, knowledge sharing, and collaborative 
factor into work design.  

Body: 
• Work Design: Key concepts relating to modern work 

work design is a two-way empowering tool for both employees and organisation in the modern workplace. For 
employees, works need to be engaging and satisfying. Designing works that is flexible, challenging, meaningful, 
developmental with high level of autonomy and team collaboration are important to employees, especially for Gen 
Ys. For the organisation the work design has to add value and enhance the competitive advantage for the 
organisation. It has to be productivity, cost effectiveness and flexible to adapt to dynamic changes. Designing a 
flexible workplace can enhance the brand image of the organisation to be viewed as the best place to work for the 
internal workforces, the current employees as well as the prospect employees.  

• Job Characteristic Model (JCM):  
JCM is a theory that support the view that job design influences workers’ motivation to do their job well. It includes 
5 elements, skill variety, task identity, task significance, autonomy and feedback. Skill variety where jobs require a 
list of different activities. Task identity is to identify the components required to complete the work. Task 
significance is when the job has a substantial impact to the organisation. Autonomy requires a certain degree of 
freedom, independence for the individual. Providing direct and clear feedback is important for individual to improve 
and to grow. 

• The History thought about Job design is to ensure the efficiency, the human capabilities and limitations, the 
organisational strategic objectives and the quality of individual’s life including environment of work and their 
motivation. 


