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ABSTRACT: This paper is about the changing role of Human Resource Management (HRM) in Turkey con-
sidering its’ status as a European Union candidate. Understanding increased competition and evolving employ-
ment practices as well as trends in empowerment, flexibility, downsizing, outsourcing and rewards are some of 
the challenges facing HRMs in Turkey. Relating these criteria to performance and benchmarking procedures are 
seen as tools for HRM practitioners. Still there is concern that “traditional personnel management” is resistant 
to change.  

Key words: Human Resource Management (HRM), Personnel Management/PM) , Strategic Human Resource 
Management(SHRM) 

 
Introduction 

 
In this era of globalized competition and 

knowledge, it is recognized by both businessman 
and academics that human resource management 
needs to be recognized not as a cost component 
but as a component tool. Nowadays, the human 
factor is one of the most critical factors in com-
panies' strategic success. Due to this, both in 
universities and companies, there is a growing 
interest in human resource management. We 
have reviewed the literature and coupled it with 
our experience. Factors such as globalization, 
technological change and trends in the nature of 
work which affect HR functions will also be 
covered.  Following section offers the change of 
HR in the world and also how they affect on 
Turkish companies from a traditional to mod-
ernized profile. This study is a theoretical ap-
proach to the evolution of HRM.  

 
“Personnel Management” versus “Human 

Resource Management” and “Strategic Hu-
man Resource Management” 

 
There has been a big change in the nature of 

work since the start of the Industrial Revolution 
in England towards the end of the 18th century. 
Steam power and machines replaced as it aug-
mented labor. Factory production distinguished 
the era. This transformation of production cre-
ated boredom for the employee, low productiv-
ity, low incomes, high labor turnover and con-

flicts with management [1]. Even though by the 
end of 19th century personnel management had 
developed into an independent profession, its' 
main function was perceived as management.   

Passage from Industrial Relations (IR) and 
Personnel Management (PM) to the understand-
ing of HRM is an important sign of major trans-
formations in the world of work. That is, this 
passage dating back to 1970s has not happened at 
once. Among the reasons behind this transfor-
mation, there are important factors such as glob-
alization, liberalization, open competition, social 
responsibility, social democracy, and hence 
HRM becomes the appropriate term for these 
post-modern times. The value of human has in-
creased, and human abilities and skills have be-
come the most important competitive advantage 
for organizations all over the world [2]. 

In the 1900s' HRM had an operational role 
and in the 1960s' a managerial role but has since 
gained a strategic role since the 1980s'. While in 
the beginning the practice and function of human 
resources was decided by top management. It 
later began to decide its' own policies and strate-
gies. Besides its own duties, it now acts in tan-
dem with the chain of command to promote the 
main strategies of the business. Competition, 
globalization, the constant changes in markets 
and technology are the main reasons for the de-
velopment of HRM [3] 
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The changing environment of Human Re-
source Management 

Globalization 
 

Globalization brought the most important 
changes to multinational corporations which 
subsidiaries as they globalized. Competition 
increased. This was the beginning of HR’s 
changing functions and the evolving of a long-
term decision capacity. Globalization’s essential 
characteristic is this: more globalization means 
more competition, and more competition means 
more pressure to be “world –class”- to lower 
costs, to make employees more productive, and 
to do things better and less expensively [4]. HR’s 
functions and responsibilities were augmented by 
globalized. International human resource plan-
ning, international human resource staffing, in-
ternational human resource training, etc.  
 

Technological changes 
 

 New knowledge economy increased compe-
tition throughout the world and living in age of 
massive technological evolution is changing the 
nature of business (especially e-business). E-
business is challenging current HRM policies 
and functions as it uses internet technology to 
drive organizational performance .  E-HRM can 
be briefly defined as the planning, implementa-
tion and application of information technology 
for both networking and supporting at least two 
individual or collective actors in their shared 
performing of HR activities. Consequently, aca-
demic interest in e-HRM has increased, as com-
panies adopt e-HRM strategies to purpose of 
increase their efficiency and effectiveness. The 
literature on E-HRM suggests that the three 
goals of e-HRM are cost reduction, improving 
HR services and improving strategic orientation 
[5]. Furthermore E-HRM is seen as a driving 
force for companies growing both regionally 
and in labor force. It is becoming a prerequisite 
for the internalization process of any firm. Using 
the internet theoretically makes your labor pool 
global rather than local.  You can use informa-
tion technology to do all the routine HR admin-
istrative work automatically without having to 
stay in the office.  

 
Knowledge work and human capital 

 
Business organizations are coming to view 

knowledge as their most valuable and strategic 
resource. The knowledge resource is becoming 

increasingly more important as a vital strategic 
tool to improve organizational decision-making 
and problem-solving capabilities [6]. Knowledge 
Management is the new industry buzzword. “In-
tellectual Capital Management”, “Organizational 
Knowledge Management” and “Intellectual As-
set Management” [7]. Human capital is an im-
portant element of the intangible assets of an 
organization. It refers to the knowledge, educa-
tion, training, skills, and expertise of a firm’s 
workers. Today, as  management guru Peter 
Drucker predicted several years ago, “the center 
of gravity in employment is moving fast from 
manual and clerical workers to knowledge work-
ers…” [8].  

As described by Scarborough and Elias 
(2202): “The concept of human capital is most 
usefully viewed as a bridging concept- that is, it 
defines the link between HR practice and busi-
ness performance in terms of assets rather than 
business processes”. New developments in 
measuring and reporting human capital had a 
huge impact on HR’s accounting procedures. In 
order to get more productivity from human 
capital; it’s necessary to invest in workers, build 
their competencies, and store and share their 
experience within the organizations [9].  These is 
the long-term view of HR. 
 

The Strategic role of HRM 
 

An organization’s external or internal envi-
ronment affects the organization’s HRM strate-
gies. Factors such as globalization, technological 
change and trends in the nature of work require a 
long-term strategy. If an organization is to grow 
and remain competitive, its objectives must 
achieve the best fit between external opportuni-
ties and its’ threats and the internal strengths and 
weaknesses of the organization. Alternative 
strategies generated by a SWOT analysis  iden-
tify which ones will best achieve a company’s 
objectives. HR managers must ask: Which strat-
egy creates a competitive advantage? [10]. HR 
needs to have a written business mission besides 
a HR strategy [11]. Drucker says that the most 
important component of a business strategy is 
mission statement.  Drucker also says that asking 
the question “What is our business?” is synony-
mous with asking the question “What is our mis-
sion?”. A clear mission statement is essential for 
effectively establishing objectives and formulat-
ing strategies [12].  

 

 210



As HRM becomes more business oriented 
and strategically focused, four key roles for the 
HR manager can be identified: 

1- Strategic partner 
2- Administrative expert 
3- Employee champion 
4- Change agent 

According to Ulrich (2007), “HR profession-
als play a strategic partner role when they have 
the ability to translate business strategy into ac-
tion”, to become administrative experts refers 
to the efficiency of HR managers and the effec-
tive management of Hr activities (such as selec-
tion, etc.) so that they create value, employee 
champion requires the HR manager to be the 
employee’ voice in management decision, as a 
change agent serving as a catalyst for change 
within the organization [13].  

Strategic human resource management means 
formulating and executing human resource poli-
cies and practices that produce the employee 
competencies and behaviors the company needs 
to achieve its strategic aims. In practice, human 
resource management’s strategic role means 
several things. Today’s focus on competitiveness 
and operational improvements also means that 
human resource managers must express their 
departmental plans and accomplishments in 
measurable terms . Strategic human resource 
management is also focus on productivity and 
performance [14].  

 
HRM in Turkey 

 
The evolution of HRM in Turkey is a process 

influenced by applications in the U.S. context. 
Although earlier works (in 1930s and 1940s) 
exist on such matters as personnel selection, 
compensation, promotion, and the like, the field 
of personnel management as an academic disci-
pline is established in 1960s and 1970s [15]. 
Examining academic studies conducted in Tur-
key in the years 1972-1999, Usdiken & Wasti 
(2002) claim that interest in personnel related 
issues in Turkey began at around 1950s, through 
increased contact with U.S. academia. HRM has 
inherited its subject matter from Personnel Man-
agement. That is, the areas of interest in HRM 
studies are very similar in essence. However, a 
general criticism is that issues in HRM remain 
fragmented, without an underlying theory 
[15,16,17]. This is because the field has primar-
ily developed out of practice, and its topics seem 
not to have conceptual bond with each other. 

In Turkey, it is seen both in the literature and 
practice that the term human resource manage-
ment has been used in place of the term “person-
nel management” and the use of the human re-
sources terms has increased considerably [18].  
Because of Turkey’s efforts to join the EU, it is 
more coming more and more important for HRM 
to have a strategic role in companies in Turkey. 
New regulations based on the harmonization 
with EU norms are closely related to HRM and 
are aimed at improving the Turkish work envi-
ronment [19]. Labor act Number 4857, which 
has been affected in Turkey, since 2003, is the 
result of the harmonization attempts of national 
labor law and international label standards such 
as the International Labor Organization’s (ILO) 
Termination of Employment Convention No.158 
[20]. Labor Act Number 4857 replaced Labor 
Act number 1475 which after more than 30 years 
had become inefficient with respect to the needs 
of workers. Human Resource Management 
(HRM) had to recognize a change in principles 
and new subtleties in “employment security”, 
“flexibility” and “other arrangements [21].For 
example, performance management had to ac-
count for new understandings of   “employment 
security” and “discrimination”. A management 
system which adheres the scientific method tends 
to respect justice and fair procedure. Companies 
must now evaluate all employees blue collar as 
well as white. Before the new law in Turkey 
some companies only evaluated white collars. 
With this new evaluation system, companies 
have to indicate clearly, job rotation, training 
needs, salary and redundancies.  

All documents must be filed as a matter of 
proof. Training and career planning are now tied 
to employee performance. “Flexibility” with 
respect of job creation and the encouragement of 
minority groups like, the elderly, women and the 
handicapped. This flexibility extends to office 
hours- not necessity 9 to 5, but 40 hours any 
which way you can. According to the OECD 
2004 report, Turkish as well as Portuguese, com-
panies are still decidedly rigid [22]. 

Cranfield, an International Strategic HRM 
,Research group has published many reports on 
giving priority to contain HR practices that have 
a strategic character. According to a report 2005, 
44% of business in Turkey in 1995 had written 
HR strategies and this ratio increased to 58% by 
the year 2000 and to 57% by 2005. Due to the 
economic crisis of 2001 HRS’ popularity in Tur-
key, somewhat cooled, but practitioners in-
creased their knowledge and experience, made 
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themselves valuable, and HR remained a serious 
factor in any business equation [23]. 

 
Conclusion 

 
In a fast-changing world, human resources 

provide the competitive edge. In today’s business 
climate, HR must shed its gatekeeper image and 
evolve into an innovator that can continually 
create value for the organization it serves. Hu-
man resources  should focus on aligning itself 
with the business, think about key challenges and 
design a plan to respond. HR metrics is about 
measuring and managing the linkages between 
initiatives and challenges. Alignment with the 
business is crucial the implementation of a com-
petitive strategy.

HR in the twenty-first century envisions  spe-
cific political venues with strategic re-amplifica-
tions. These venues of the symbolic political 
power of HR provide various opportunities for 
itself to socially construct its global strategic 
relevance as a resource. In the use of the venues 
of its influence, HR struggles to achieve its ulti-
mate goal to complement the corporate efforts to 
obtain homogenization of best practices in the 
organization while preserving the specific capa-
bilities and responsiveness of individual compa-
nies.  

With Turkey's plans to integrate with the 
EU it is necessary to catch up to a changing 
world. During the past decade as a result of com-
petition, globalization, institutionlization, Total 
Quality Management (TQM) and such, there has 
been an increase of interest in HR. In Europe, 
The US and Turkey HR has gained in strategic 
volume. HR managers play an important role in 
implementing corporate culture and strategy 
within the organization. In Turkey, new entre-
preneurs don’t understand the potential of HR 
and as a result HR feels the pinch first in a crisis.   
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