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Abstract


This paper looks critically at the ascendant concepts of  'Human Resource Management' as developed in recent years in Western countries.  HRM is viewed as a product of the particular circumstances and ideologies influencing Western economies in the 1980s and 1990s.  This raises the question of whether such concepts are applicable in different contexts and in particular how valuable these concepts are for organisations in less developed countries.  Many advisers and aid agencies appear to proceed on the assumption that such HRM philosophies and associated HR practices are applicable to LDCs.  This view is challenged by a general analysis of the relevant features of the environment for many LDC organisations which do not seem to lend themselves easily to the adoption of  HRM concepts and practices.  


�
I	Introduction





Human Resource Management (or HRM) is a term which has acquired increasing currency from the late 1970s onwards in Western countries.  Exactly what it is, whether it is different from previous approaches to managing the employment relationship such as paternalism or 'traditional' personnel management or whether it is an 'old wine in a new bottle', and precisely what its values and components are have all been the subject of intense debate amongst academics, consultants, and HR practitioners (Blyton and Turnbull 1992).  A whole HRM 'industry' has sprung up to generate and disseminate ideas and, as is often the case with new ideas in management, are presented as universal panaceas for all organisations' 'people' problems.  More recently, however, there has been an increasingly critical debate amongst academics about the validity and empirical take up of HRM ideas (Legge 1995, Storey 1992) within Western countries and an attempt to develop more flexible models of HRM (Stace and Dunphy 1992).  It is not the intention in this article to review in depth the development of these debates since this has been done exhaustively elsewhere (Boxall 1993) but rather to attempt to synthesise what appear to be, despite much disagreement amongst academics about the detail, the major concepts and values underlying HRM.  Whilst no final consensus is ever likely to be forthcoming on what these concepts and values are there is now possibly enough common ground to attempt an approximate synthesis.


 


It is important to bear in mind however that these concepts and values did not materialise from thin air but were the product of the particular contingent variables faced by organisations in the West in the 1980s and 90s.  Moreover it is also important to see that these 'new' ideas are by no means 'value free' but are part of a 'discourse' (Townley 1994) which can be seen to impose limits on what is or is not legitimate as a subject for consideration relating to the management of employees and the nature of authority in organisations.  Such a 'discourse' submerges many implicit assumptions about the nature of the employment relationship and these become part of the 'taken for granted' world which is given and immutable.  Thus the HRM phenomenon can be seen to be attempting to legitimate the authority of managers in general over employees and also establishing (or re-establishing?) the legitimacy of the role of the HR specialist within management itself. (Legge 1978.)


Given these two caveats, that HRM was and is a product of particular environmental challenges faced by Western organisations, and that HRM knowledge can never be regarded as objective and 'value free' it then becomes necessary to question whether HRM concepts and values are in any way applicable in different settings in the same way as, say, the laws of physics are.  (There may even be situations where the laws of physics don't apply but I couldn't get hold of Professor Hawking for a view on this!)  This is very much a live and practical issue since many organisations in transitional and developing economies are attempting to emulate, either through their own cognisance or through being urged to do so by advisers and aid agencies, the HRM practices of 'leading edge' (notice the important use of language here to project a view of 'leaders' and by implication 'followers') organisations in the West.  Of course attempts at emulation are usually couched in terms of the need to 'adapt' or 'contextualise' Western ideas (Blunt and Jones 1992) but nevertheless the starting point is 'best practice' in the West.  Whether HRM is applicable to organisations in LDCs could be regarded as one 'test case'  and a crucial one perhaps in helping to resolve the wider debate on whether managerial practice throughout the world is converging (Hickson et.al. 1974) or whether diversity in managerial practice will be maintained via 'indigenous' management. (Marsden 1991).





Although there are many different types of organisations in LDCs each with its own set of particular contingent variables influencing it I believe that for the purposes of  a general analysis it is possible to indicate some reasonably common features of context faced by most LDC organisations that do not apply to organisations in developed countries.  I will further argue that these variables are important in influencing managerial practice, in particular the applicability of  HRM ideas and practices.  It should be emphasised at this stage that the analysis here is very general and is based not on fundamental empirical research but on reflections on the literature in the field, consultancy experience, and from informal conversations with many managers from LDCs.  It is hoped that these reflections will suggest fruitful avenues for fundamental empirical research and analysis.  





The next section, Section II,  briefly outlines the environmental challenges faced by many organisations in the West which gave rise to  HRM thinking so as to make the argument that HRM is not a universal set of  ideas but rather a product of the particular cultural, social, economic, and political influences at a particular time in just one, albeit very influential, part of the world.  Section III attempts a synthesis of the key elements of HRM concepts and the values associated with them. Section IV outlines the elements of LDC context that are seen as important in influencing the management of people in LDC organisations.  Section V attempts to bring together  the HRM concepts with the LDC contexts to examine the likely applicability of each key element of HRM with corresponding element of LDC context.  Section VI offers some conclusions and suggests areas for research in this area.





II	The HRM Phenomenon and the Environment that 	produced it





The transition from what may be described as 'traditional' personnel management to HRM was the result of particular environmental challenges faced by organisations in the West in the 1970s and 1980s. (There are those who doubt whether such a transition has taken place at all or that it amounts to much anyway - see for example Guest. 1989.)   These will be outlined shortly but first I will outline the components of 'traditional' personnel management by reference to British experience.  The 1950s and 1960s was characterised by steady economic growth, rising prosperity and relative full employment. Although towards the end of this period there was increasing concern about our relative economic decline viz. a viz. our international competitors and concern about 'chaotic' industrial relations (Donovan Commission. 1968.)  there was nevertheless a reasonable confidence (some would say overconfidence) about Britain's economic future especially in view of the discovery of large reserves of oil in the North Sea.  In terms of managing employment relations the period was characterised by the extension of collective bargaining to more and more industries and to higher levels of employees.  There was for the most part an  increasing acceptance of pluralism both in the public and private sectors and the introduction of 'industrial democracy' was debated as a means of improving employee relations and productivity.  Also the state increasingly intervened in the employment relationship to provide a raft of individual employment rights to supplement those provided much earlier to safeguard the ability of trade unions to organise.  Even when industrial relations was seen to be responsible for some of Britain's economic ills the solution was seen to be  an extension of collective bargaining rather than its abolition.(Donovan Commission 1968).  Employee relations was thus based on consensus and personnel management's job was to create and maintain that consensus.  The role of the personnel manager was thus to act as an intermediary between the two main interest groups in the organisation, the senior managers on the one hand and the employees and their representatives on the other.  Their distinctive contribution was their ability to deliver policies and practices acceptable to both sides.





In the 1970s Britain's relative economic decline  accelerated and became more visible.  The 'post war consensus' was beginning to break down and both Labour and Conservative governments had to grapple with an increasingly hostile employee relations climate in both the public and private sectors.  The election of a Conservative government under Margaret Thatcher in 1979 represented a watershed in terms of both economic management and employee relations.  The environmental challenges faced by many organisations in the post-1979 period and which encouraged the spread of HRM thinking can be usefully categorised under four headings although it should be emphasised that there is a significant overlap of these areas.





A	Economic Factors





The 1980s saw a significant industrial restructuring with the demise of many traditional manufacturing industries with a long history of collective bargaining and trade union influence.  New industries did replace some of the lost jobs but these were primarily in service industries where there was little history of trade union recognition.  Because of the difficulty of recruiting trade union members in service industries the overall level of trade union membership declined significantly (Millward et.al. 1994).  The recession of the early 1980s was the most severe since the 1930s and marked a fundamental change in the structure of employment in Britain.  Increased global competition exposed Britain's poor economic performance relative to our European 


neighbours, Japan and the 'Eastern Tigers.'  Analysis of the causes of this poor performance went beyond the need to restructure but also included a view that a fundamental shift in attitudes to work was also required.








B	Changes in the Labour Market





Changes in the labour market were primarily a consequence of the economic factors outlined above.  The demise of the older manufacturing industry employment was not offset by the increase in employment in the service sector and newer industries and hence there was a significant increase in the level of unemployment in Britain.  This has had an important influence on the attitudes of those remaining in work to the effect that they were much less willing to challenge the authority of their employers (Millward et.al. 1994) and were treated by their bosses as a much more malleable resource than was the case previously.  Given the increased level of competition and its volatility employers increasingly saw the benefit of adopting a 'dual labour market' strategy (Doeringer and Piore 1971).  This involved employing only a small 'core' of permanent workers who were offered relatively secure employment, career progression, and high rewards in return for high effort and commitment.  To cope with fluctuations in demand this 'core' workforce was supplemented by a 'secondary' workforce which was employed on much less secure terms, with little prospect of progression and where commitment on both sides of the employment relationship was absent.  Such a 'secondary'  workforce could be dispensed with quickly without expensive severance costs as product demand turned down.  It can be argued that HRM thinking was specifically aimed at the 'core' workforce where the emphasis is on seeing employees as assets rather than costs and where commitment rather than compliance is being sought.  Moreover employers sought to redefine the employment relationship away from the traditional 'job property rights' and extensive job demarcation characteristic of the older manufacturing industries.  Many employers sought to negotiate or impose new working practices which emphasised more flexible operation.  Because of the reduced bargaining power of employees and their TU representatives in many cases they were not able to resist such changes.





C	Changes in Culture





These hard economic factors were accompanied by more subtle but nevertheless real shifts in cultural norms.  Thatcherism quite clearly signalled the intended demise of collectivism and its replacement with much more individualist notions of progress.  People, and employees in particular, were to be expected to become more self-reliant rather than looking to the state or their trade union for assistance.  Hence HRM fairly directly picks up this individualist theme by seeing the employment relationship as existing between the employer and the individual employee (see below p.11).  The 'talking up' of the 'enterprise culture' created within employers a feeling that since they were the risk takers then they should be allowed to run their enterprises as they saw fit without interference from employees.  This view, coupled with the more tangible negative influences on the ability of employees to challenge employer authority, encouraged employers to assert (or re-assert?) their authority in dealings with employees and trade unions and whilst outright de-recognition of unions has been a rarity employers have in many cases taken a much less conciliatory tone when faced with resistance to change.  The phrase 'macho management' may be an overstatement but it nevertheless reflects a real shift in attitudes by many employers which has been picked up in HRM thinking.





D	Political Changes





Thatcherism was, of course, not only a cultural phenomenon, but also a practical programme of political change.  The underlying premise was that market mechanisms should underpin almost all economic activities and that these markets should be as competitive as possible to ensure long term efficiency. Hence the Thatcher Government set about trying to make industry and business more competitive by changes in taxation policy, legislation to curtail impediments to competition and the wholesale privatisation of most of the public utilities. The consequences of this for the employment relationship were that the needs of the market were paramount and employees had to accept the 'logic' of the market whether this involved redundancy, redeployment on less favourable terms, or revised working practices.  Any attempt to 'buck the system' would only be a temporary palliative.  Hence many of the less competitive employers went bankrupt (possibly because of high labour costs) and those that remained had constantly to try to keep labour costs to the minimum in view of the now global competition faced by many industries.  Whilst these policies had an indirect impact on employee relations the Conservative Government also took a more direct line in trying to break the influence of trade unions.  Successive bouts of legislation (Employment Acts 1980 and 1982, Trade Union Act 1984, Employment Acts 1988 and 1990, Trade Union Reform and Employment Rights Act 1993) have considerably reduced the ability of unions to engage in industrial action. The 1984-5 Miner's Strike in which the miner's (held in popular perception as the most militant and well organised group of  workers) were defeated by the Thatcher Government served as a powerful salutary lesson to other unions regarding the ill-advisability of engaging in long disputes with employers.  Although at the time the strike was labelled as 'non-political' it served the political purpose of  'dealing with the unions.'





These economic, labour market, cultural and political changes were thus the environmental challenges being addressed by many employers in Britain in the 1980s and which facilitated the spread of HRM thinking and practice.  These factors are summarised in Fig 1. below.
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Figure 1.  Environmental Challenges faced by British Employers in the 1980s.








III	Synthesis of HRM Concepts and Values





Although it is probably the case that HRM as we know it today had its roots in the United States (Fombrum et.al. 1984) it has found a ready audience in Britain, largely because of the factors highlighted above, with academics, consultants and practitioners. Although there are as many different views on what HRM consists of as there are writers on the subject I believe it is possible to indicate five key strands in HRM thinking that many, despite differences in view on the relative emphasis of each strand, would see as being definitive of HRM. Each of these strands consists of a response to the environmental challenges outlined above and also represents a divergence (Storey 1992) from previous concepts of 'personnel management.'  These strands will be considered in turn:-





A	Strategic Orientation





Unlike 'traditional' personnel management which focused on short term issues and crises HRM gains its overall justification from taking the organisation's overall strategic concerns and direction as its starting point and criterion of success.  HRM is about ensuring that the policies and practices of managing people in the organisation are all directed at achieving the organisation's mission and strategy.   Therefore the organisation must have a long term HR strategy which is derived from and contributes to the overall strategy of the organisation.  This HR strategy will show how the 'human resources' of the organisation will be utilised and developed to achieve a mission (possibly 'competitive advantage' in private sector organisations or 'service excellence' in the public sector). Moreover not only must the HR strategy be integrated with the overall strategy but also the various components of the HR strategy itself must be integrated with each other, eg Reward Strategies must support Development Strategies and vice versa.  Since most organisations strategies are concerned with the efficient use of resources this means that HR activities must be seen to be 'adding value.'  Thus the strategic orientation of HRM attempts to bring in a much more calculative approach than was apparent under 'traditional' personnel management.  Some writers (Mabey and Salaman 1995) believe that strategic orientation is so important a defining feature of HRM that it is dubbed 'Strategic Human Resource Management' (SHRM)





B	Individualism





As we saw earlier there was amongst some business leaders, managers, politicians (usually Conservatives) and , it should be said, a good number of employees a growing disaffection with collectivism.  To many managers the relationship with their employees had become unnecessarily complicated and subject to interference from outside influences such as trade unions.  Hence HRM directly addressed this issue by promoting a more individual approach to the employment relationship.  HRM suggests the re-establishment of direct means of communication between managers and employees rather than communication through the third party influence of the unions.  Hence communication would be quicker, more 'accurate' and not subject to re-interpretation by unions with their own separate agendas.  Also, wherever possible the determination of the contract of employment should be the result of consultation rather than collective bargaining.  Whilst not many employers have sought outright de-recognition of trade unions  many have attempted a more vigorous approach by resisting bargaining on some issues and instead engaging in 'consultation.' In many cases unions have not been able to resist this employer policy.  In a more positive sense employers have also sought to reinforce individualist notions of the employment relationship by introducing opportunities for employees to participate more in the running of their operations, and some greater involvement in decision making processes.  These activities are generally separate from any collective bargaining structures that may exist and attempt to show a possible alternative relationship based on 'trust' rather than the adversarial approach characteristic of employer/union negotiations.  A further development has been the spread of Performance Related Pay often based on individual performance.  The union negotiated 'rate for the job' ( ie. all workers doing similar work should be paid the same regardless of individual performance ) has been challenged by those managers who see the motivational value of offering rewards to individuals who make a significantly greater contribution to the success of the organisation than others doing similar work but not to the same standard.  Although many unions have resisted such moves they have been implemented in many organisations with, however, only variable success.  Also, in some cases, usually senior managers, the individualist approach has  been taken to its logical conclusion by the introduction of 'individual contracts' which specify in great detail the precise rights and obligations of the individual employee and his/her employer. 





C	Unitarism





Closely associated with individualist notions of HRM is the idea that organisations should be seen as unified bodies pursuing rational goals for the betterment of all the members of the organisation.  As such there needs to be only one source of direction and authority in the organisation and as long as its leaders pursue policies of participation and involvement , and attempt to engender commitment to the organisation's mission and strategy then there is little need to have separate representative structures for different groups within the organisation.  Although some models of HRM do accept a more pluralistic approach (Beer et.al. 1984) to organisations it is nevertheless implicit in the notion of the primacy of strategic orientation that the 'needs of the business' come first and that such pluralistic mechanisms (ie. collective bargaining) would become dispensable if they threatened the viability of the organisation's mission and strategy.  Other models of HRM pointedly ignore any notions of pluralism and concentrate on aligning employee role  behaviour to strategic concerns (Fombrum 1984).





D	Commitment





Whereas previous models of managing the employment relationship were primarily concerned with gaining the compliance of workers to managerial authority HRM attempts to go beyond this and generate employee commitment to the immediate job they face, the current goals and strategy of the organisation, and cultural values that the organisation promotes.  This is achieved by the promotion of the values of the three categories discussed above ie. commitment to the overall strategy, commitment to individualist management methods, and commitment to managerial autonomy.  This might be achieved through an explicit programme of 'culture change' which defines the new culture and its associated 'behaviours' and exhorts (or compels) employees to make changes in their individual behaviour to match the 'new culture.'  Another approach to culture change to bring about commitment is the more incremental approach of careful recruitment and training which aims not only to acquire and develop specific skills but seeks to recruit and train those who 'fit' the new cultural norms.  The notions of commitment and culture change have both been subject to charges of 'flavour of the month' over-enthusiasm (Ogbonna 1992) and been dismissed as simplistic but their appeal to practitioners is strong whose vocabulary is littered with references to 'excellence',  'empowerment', and  'communicating the mission.'











E	Line Management Ownership





For too long, so the argument runs, managing people has been given away by line managers to remote and only partially accountable personnel specialists.  Their careers have been built on having the expertise to deal with trade unions to achieve a compromise, and to designing personnel systems that became increasingly bureaucratic and unrelated to the everyday problems of managing in the workplace.  HRM is seen as the antidote to this perceived problem.  Given that there is a recognition that the human resource is the key resource in organisational success then managing, motivating, and rewarding employees is an important strategic requirement and too important to leave to personnel/HR specialists.  Hence HRM is a central concern of top management in terms of strategy, and a central concern of line managers in terms of its implementation.  The HR specialist then is left in the role of 'facilitator.'  Line managers and senior managers being more concerned with achieving the immediate and central objectives of the organisation tend to adopt a more 'bottom line' orientation to HR outcomes.





IV	Elements of LDC Context relevant to managing 	people in LDC organisations





It can be argued that there as many differences between LDCs as there are differences between LDCs and developed countries.  Nevertheless LDCs share a number of common problems which although may be manifested in slightly different ways in particular countries do in fact represent a common set of experiences.  As we shall see some of  these contextual factors influencing the employment relationship in LDCs are quite different from those features of contextual change influencing the developed countries outlined above whilst others may be seen to have a similar source.  Six factors will be highlighted although no doubt others could have been included.





�
1 	Small Proportion of Population in Formal Employment





In LDCs only a small percentage of the population work under a formal contract of employment, the vast majority working in community based agriculture or handicrafts.  In the West the formal contractual employment relationship is so widespread as to be taken for granted as the 'natural' way of earning a living whereas in fact it is the specific product of the development of industrial capitalism.  This formal contractual employment relationship was slowly developed with difficulty in the early stages of industrialisation (Theobald 1994) so as to create a disciplined compliant workforce to whom the employer had only an arms-length relationship based on and judged solely by market criteria.  Hence the employment relationship was stripped of any traditional social or community orientation which was left over from a decayed feudal system and instead was based on the cash nexus (Marx 1976).  Typically work activity under a formal contract of employment is highly structured, time driven, subject to varying degrees of control and external specification, is separated out from family and community commitments, and most fundamentally, its terms are determined by the interaction of product and labour markets.  In contrast most work activity in LDCs is heavily influenced by a 'traditional' work culture which is structured on the basis of long standing social and community norms rather than the 'needs' of a 'rational' and specialised production system.  This 'traditional' work culture does not place a high value on time management but rather tends to be reactive to events and fatalistic.  Moreover work activity is less likely to be seen as separate from other aspects of social life both in terms of time and the extension of social obligations into work activities. The boundary between work and non-work is thus much less clear than in developed countries.  Since possibly more than 80% of the population in LDCs work under such a 'traditional' work culture it becomes difficult to establish the arms-length formal contract of employment in its entirety into LDC organisations.  Even though there may be such contracts existing in the 'modern' sector of LDCs which may superficially resemble the employment relationships in the developed countries a closer examination would usually reveal a curious hybrid once referred to (Munishi 1987) as ' bureaucratic feudalism.'  The strength and durability of this 'traditional' work culture will vary from country to country and from sector to sector.  Some organisations (notably MNCs) may try by the inducement of very high wages to override the local work culture whereas others may adapt their systems to local norms and practices.


2	Poorly Developed Labour Markets and Skills Base





Conventional economic analysis sees the organisation or firm rationally combining different types of resources - physical, financial, and human - so as to produce a product or service efficiently.  If one factor becomes relatively more expensive then the organisation substitutes an alternative factor so as to re-establish equilibrium and efficiency.  In LDCs, however, such a model is wildly optimistic.  Physical and financial resources are in short supply whereas the human resource whilst being relatively abundant is often either insufficiently educated or skilled to meet the requirements of employers.  Generally there is neither the skills base to meet  many employers' needs nor the existence of labour  market information to inform employers  and potential employees so that they can make rational decisions about employment, retraining, relocation etc.  This is essentially an investment problem since the problem goes right back to primary education.  Investment in basic education will not have an immediate pay off for employers but will be a long term benefit for the nation as a whole.  Much aid is put into basic education but it is notoriously difficult to measure the impact of such an investment in terms of ultimate useable skills for employers to tap into.





3	High Inflation





Single figure inflation has been the goal and achievement of many developed countries in recent years.  The economic (and social?) stability, and the creation of a suitable business climate  that accompanies low inflation rates is often cited in partly explaining the differences between the economic performance of LDCs and developed countries. Inflation rates in LDCs vary quite widely but are generally much higher than in developed countries - a range of 25% to 200% per annum would cover most LDCs.  What inflation means for employees in LDCs, especially in the public sector, is continually falling real wages and hence a search for alternative means of making up the shortfall in earnings .





�
4	Continuing Importance of Ethnic, Tribal and Family SUPPORT 	Systems





Industrialisation requires a reasonable degree of labour mobility in some of  its labour markets if not all. In the West the development of the 'nuclear' family has facilitated this mobility by loosening the ties of many workers to a particular locality where under previous social arrangements the 'extended' family exerted a strong inertial force.  Thus the typical family unit is more mobile and flexible and this coupled with greater social and  career mobility further loosens dependence on local family support systems.  The advent of nationwide state welfare systems to act as a 'safety net' in terms of basic welfare has also reduced the importance of the 'extended' family.  Developments in communications, the provision of mass education, the culture of consumerism,  and changing social attitudes (eg individualism, increase in leisure opportunities, changes in sexual attitudes) have all contributed to a loosening of family and community ties and encouraged a more 'atomised'  and, some would say, a more 'rootless' society.  In contrast many LDCs still retain social arrangements based on 'extended' family support systems whereby family members accept responsibility for a wide range of relatives for financial, job search, and other support.  In addition there may also be a wider commitment to a tribal or ethnic group, rarely seen in developed societies, which has an important influence on the employment relationship.  Although there is much reference to the influence of Western values on LDCs the continued existence of these quite powerful ethnic, tribal and family support systems creates an important countervailing force to Western thinking in general and to Western forms of employment relationships  in particular. 





5	Lack of Political Stability and Autocratic Styles





Many  LDCs were the artificial creations of colonial powers which gathered together disparate ethnic and tribal groups for their own administrative and political convenience.  Local  political development was either suppressed or subjugated to the colonial machine. On achieving independence many countries were thus unsurprisingly politically 'immature.'  In Western countries the achievement of political stability and democracy has been achieved over a long and painful evolutionary period and there is no reason to suppose that LDCs could achieve a similar degree of political 'maturity' in the relatively short period of  40 or so years since independence.  It has been held (Staudt 1991) that the only way to hold together as nation states some of these politically immature former colonies is by having a strong one party system to exercise central control and co-ordination.  The problem here is that such regimes have a limited shelf-life and eventually are overthrown when the 'out' group(s) gain enough momentum and resentment  to remove the ruling group, only for the process to repeat itself.  This lack of stability encourages the use of autocratic leadership styles, short-termism, and opportunism by those in positions of power and authority.  Attempts by aid agencies to encourage 'good governance' (Leftwich 1993) have clearly a great deal of vested interest to overcome. Whereas in the West, for the most part, employment opportunities are not dependant on political connectedness to powerful groups, in LDCs they are, despite formal policies to the contrary, frequently crucial in the allocation of jobs, promotions, fringe benefits, and opportunities to 'supplement' income.  





6	Structural Adjustment





Structural Adjustment Programmes tied to aid assistance from the developed world to LDCs have provided a direct conduit for the export of recent economic and managerial thinking from donor countries to LDCs.  Economic reforms implemented in the West favouring privatisation, deregulation, increased competition both locally and globally, reductions in public expenditure coupled to civil service retrenchment and reform so as to make public sector organisations more like private sector organisations, plus more recently political reforms in the form of 'good governance' programmes have all been viewed as appropriate to LDC needs and served to underline the hegemony of Western thinking.  However the recipient countries' reactions to such programmes have varied from quiet but unconvinced acquiescence to outright rejection.  Much depends on how desperate the recipient country is to receive the funds balanced against the possible internal political fall-out arising from the social consequences of adjustment.  It should be said , however, that some donors are now moving away from the 'if it isn't hurting it isn't working' approach to a policy which does recognise and allow for the social consequences of adjustment (Cornia et.al. 1987).  Nevertheless the essential  economic and managerial solutions remain broadly the same.  In terms of managing the employment relationship most SAPs presume that the problems of employment are similar in both developed and developing countries.





V	Linking HRM Concepts to LDC Contexts





Sections III and IV above have outlined the key elements of HRM thinking and the important aspects of LDC context which it is suggested have an important impact on employment relationships in LDC organisations.  We can now proceed to bring these two sets of factors together.  As indicated earlier the analysis here is necessarily general and in particular circumstances may not be applicable.  However it will be clear from this analysis that LDC Contexts are not  particularly fertile ground for the implementation of HRM thinking and practices.  The matrix presented overleaf as Fig. 2.  summarises the main points of analysis.  Each relevant 'cell ' of the matrix is then discussed in detail. (Note that not every 'cell' is occupied. This is because not all aspects of HRM Concepts  appear to be relevant to all aspects of LDC Contexts.)


�
Figure 2  Linking HRM Concepts to LDC Contexts





�
Cell A2 	Strategic Integration viz. Labour Market and Skills Base





The notion of Strategic Integration as part of HRM thinking implies that even if there is a developed and explicit overall organisational strategy this then has to be translated into a coherent HR Strategy which sets out how the human resources of the organisation will be acquired, developed, and motivated.  It also requires that the various components of the HR Strategy should be integrated within themselves to produce a coherent plan for the 'people' aspects of organisational success.  However, given the fact that in LDCs many organisations lack an adequate skills base and have poorly developed labour markets it is difficult to see how organisations could, no matter how good their planning mechanisms, bring into existence the necessary skills to meet their strategic aims.    Organisations often find themselves in the difficult position of having to either appoint under-qualified staff  or appointing trained and capable employees who they know they will lose to the 'brain drain.'  Given the general shortage of resources the investment that is required for training  and retention strategies is just too costly for many LDC organisations.





Cell A3	Strategic Integration viz. High Inflation





The received wisdom in Western economic thinking is that high inflation is 'bad for business.'  Organisations need to plan with some degree of certainty about the future costs of their resources and the likely returns they can get from their activities.  The high and volatile levels of inflation in LDCs create uncertainty and hesitancy about the future and thus makes realistic strategy formulation, either at the overall organisation level or at 'sub organisational' level either impossible or hopeful guesswork.  For many organisations the only real strategy possible is day-to day survival.  If overall strategy formulation is not possible then the creation of an HR Strategy also becomes untenable.





Cell A5 	Strategic Integration viz. Lack of Political Stability and Autocratic Styles





Given that most employment in LDCs is provided by the public sector, and also given that many public sector organisations are controlled by politicians whose tenure may well be short lived and who in some cases may treat the organisation as a personal 'fiefdom' there can be little surprise that such organisations have difficulty in formulating a rational long term strategy.  Also the nature of politics in many LDCs is such that influential political leaders are under a general obligation to use their positions to expand employment and to offer a 'payback' to specific groups or individuals who have previously provided support.  This can divert the organisation from its stated goals and, specifically in the HR area, lead to significant departures from stated policies and strategies regarding recruitment, promotions and reward allocations.  The autocratic style of managing in such organisations is also inimical to the notion of a collaborative, shared approach to strategy formulation which is implicit in HRM thinking.





Cell A6 	Strategic Integration viz. Structural Adjustment





In theory at least one would expect Structural Adjustment Programmes to support the idea of organisations formulating clear and realistic strategies and indeed some SAPs do require this.  Insofar as donors want to see LDC organisations becoming managed more efficiently this would appear to put strategy firmly on the agenda.  However there are a number of problems.  Firstly, donors vary in their sensitivity in promoting new strategies.  Some present ready-made solutions based on Western thinking and insist on their implementation leaving the organisation without any sense of 'ownership' of the process and possibly only paying 'lip service' to it in order to get the money.  Secondly, donors don't always focus on strategy but prefer to concentrate on the less messy areas of introducing specific system improvements eg. information systems, HR systems, procurement systems etc.  Whilst these may be valuable in their own right they are frequently unrelated to any broad strategic direction.  Thirdly, too often  SAPs are associated with little more than another round of retrenchment exercises to cut costs without considering wider organisational strategies or the social consequences of retrenchment.  Finally, it should also be noted that the language of Structural Adjustment doesn't encourage strategic thinking.  References to 'capacity building' and 'institutional development' essentially are 'recipes' referring to organisational inputs rather than the desired outputs which are the starting point of strategy formulation.





Cell B2	Commitment/Empowerment viz. Poorly Developed Labour Market/Skills 		Base





A key concept in HRM is that employees should go beyond mere compliance with the demands of their particular jobs but should also develop a real commitment to the goals of the organisation.  In many developed nations the idea of tight control and specification of an employee's activities whilst achieving spectacular productivity gains in the early stages of industrialisation has been subject to diminishing returns as the alienation, poor concern for quality, and employees' increased aspirations for satisfying work have made themselves apparent.  However in LDCs labour markets are such that for unskilled labour the demand for jobs in the 'formal' sector is so great that any job is highly prized and neither employers or employees or concerned overmuch with sophisticated notions of commitment or empowerment but are more concerned with either immediate productivity or cash rewards.  For those employees who do possess scarce skills there is often a fairly instrumental orientation towards the organisation as being a stepping stone to greater things as evidenced by the 'brain drain' out of public sector organisations to parastatals, the private sector, and where possible to emigration to the developed world.  Only the multinationals could claim to have a stable and committed workforce and one could argue that this commitment has been bought with very high relative wages.





Cell B3 	Commitment/Empowerment viz. High Inflation





Given high levels of inflation and, in the public sector at least, infrequent salary reviews it is difficult to see how employees can develop a real commitment to the organisation when an employee's real wages are being cut year after year.  That hoary old chestnut of Western motivation theory, Herzberg's two-factor theory (Herzberg. 1966.) would predict that positive motivation does not occur unless the 'hygiene' factors such as pay are first of all attended to.  In other words it is no use appealing to employees in LDCs to develop a 'hearts and minds' commitment to the organisation and its goals if the organisation does not provide the means to earn a basic living.  Although often condemned by Western observers it is this quite rational desire to earn a basic living that drives many employees in LDCs to supplement their basic salaries by corrupt practices, outside businesses and multiple employments.  All these activities hardly suggest commitment to the main employer and in fact represent a shortfall in basic compliance.





Cell B4	Commitment/Empowerment viz. Importance of Ethnic, Tribal and Family 		Support





The concept of commitment in HRM refers to commitment to the organisation and its goals and values.  What does not appear to be addressed in the HRM literature is an account of how commitment to the organisation is related to other commitments that an individual may have in other areas  of life such as family, community affairs, or leisure.  HRM is sociologically naive if it believes that commitment to the organisation can be brought into being by manipulating internal policies alone.  Regardless of these internal policies employees bring with them into the organisation a set of other commitments which are balanced off against each other and work commitment is only one of these.  Whilst this is a general critique of HRM it is also especially relevant when considering LDCs.  As indicated earlier (p.16 ) extended family, ethnic, and tribal responsibilities have not been displaced in LDCs and continue to exert a powerful influence on employees.  Hence the organisation has greater 'competition' for the loyalty and commitment of its employees than may be the case in developed countries.   Hence real commitment may lie outside the organisation within perhaps the extended family and the tribe and thus prevent the development of organisational commitment.  Moreover this external locus of commitment generates an instrumental orientation by employees who view the organisation as a means to an end, that end being to promote the interests of family and tribe.  This can lead to a subversion of the organisation’s formal HR policies regarding recruitment, promotions and rewards.





Cell B5	Commitment/Empowerment viz. Lack of Political Stability/Autocratic Style





Again a general critique of HRM is that its reference to commitment/empowerment is politically naive in that most senior managers ( ie. those managers charged with implementing HRM ) have a vested interest in maintaining power at the centre because their careers and rewards depend on the exercise of power and control.  Attempts at introducing 'empowerment' are thus at best a temporary reversal of centralised power and at worst are a cynical attempt to manipulate employees into greater commitment and effort whilst retaining the existing power structure behind a 'smokescreen'  of participation, involvement and an extremely limited form of empowerment. This criticism is particularly relevant to LDC organisations which are generally more 'politicised' than organisations in developed countries.  Given the nature of labour markets in LDCs where formal employment in the 'modern' sector is keenly sought after employers are under little pressure to modify autocratic management styles or to 'go beyond' compliance type employment relationships.





Cell B6 	Commitment/Empowerment viz. Structural Adjustment





Western commentators have noted with a sense of irony that some organisations simultaneously pursue policies of retrenchment and downsizing whilst at the same time implementing culture change programmes aimed at increasing commitment to the organisation.  It seems unlikely that in the face of retrenchment exercises resulting from SAPs that employees will respond to the reduced job security, increase in work loads without extra rewards, and the diminution of promotion prospects by becoming more committed to  their employers.  Any 'commitment' which is generated is likely to be fuelled by fear rather than a genuine sharing of the organisation's values and mission.





Cells C1 and C4	Individualism viz. Small % of Population. in Formal Employment viz.	 			Importance of Ethnic, Tribal and Family Support





Both these features of LDC context combine to produce a powerful 'traditional' work culture which does not  lend itself to the individualist notions on which HRM was built in the developed countries.  The majority of LDCs retain a collectivist culture in one form or another which emphasises social obligation and co-operation rather than  self-help and individual striving for success.  Since the majority of work activity in LDCs is undertaken in agriculture which is usually socially collaborative and is also infused with a reactive almost fatalistic orientation in terms of the final outcome, it then becomes difficult to encourage a proactive and individualist orientation to work especially since even those employed in the 'modern' sector still have significant contact with the 'traditional' culture.


Cell C2	Individualism viz. Poorly Developed Labour Market/Skills Base





As indicated above (p.16) the conventional economic model of employer and employee making rational decisions about where to seek and offer employment in an identifiable market-place so as to maximise their economic returns bears little resemblance to the reality of LDCs.  The Western view of the employee as an 'atomised' individual player who makes rational decisions about selling his/her labour to the highest bidder and who makes long term occupational choices based on 'investing' in skill formation is clearly unrealistic in many LDCs given the imperfections and indeed non-existence of such markets.  (It is also possible to argue that this Western view is not even relevant in the West itself !)  In the absence of a 'rational' market for talent in LDCs job allocation is decided by a complex web of social connection and political influence where the employee is not an isolated individual but part of a collective grouping of some kind (eg. tribe, political affiliation) which is independent from, and sometimes unsympathetic to, the organisation and its goals.  Therefore attempts to influence employee behaviour by the kind of individualist HRM policies espoused in the West will be seen largely as an irrelevance.  The employee in LDCs is 'social man' writ large rather than 'economic man.'  Even when LDC organisations construct 'internal' labour markets the resource constraints of such organisations  limits promotion prospects for the vast majority  thus inhibiting the development of an individual achievement/progression culture.





Cells C5 and C6	Individualism viz. Lack of Political Stability/Autocratic Style


			viz. Structural Adjustment





These two elements of LDC context combine to produce an organisational situation that is characterised by uncertainty and insecurity.  This can be seen to produce a kind of individualist response by employees but it is more a 'pathological' type of individualism which is manifested in attempts to 'milk the system' whilst the opportunity is there, coupled with a defensive reaction of 'watching your back.'  Such behaviour can be seen as 'rational individualism' in a situation of diminishing resources and limited opportunity but is not the kind of organisationally committed individualism that Western HRM thinking has in mind. 





Cells D3, D4 and D5 	Unitarism  viz. High Inflation viz. Ethnic, Tribal and Family Support  			viz. Lack of Political Stability





The notion of Unitarism as indicated on p.12 above is either an implicit or explicit assumption of most Western HRM models.  The view that the organisation has a single source of authority and that all organisation members have a shared mutual interest in its success is challenged by the particular circumstances pertaining in LDC organisations.  High levels of inflation and other economic problems create a situation of diminishing resources which are competed for between different interest groups in the organisation.  Of course competition for scarce resources is a feature of Western organisations but their allocation is more likely to be decided by 'rational' decision making criteria than the political in-fighting and sectional conflict to be found in LDC organisations.  Organisational processes are highly politicised in such organisations, abuses of authority are commonplace if not institutionalised, and whilst the formal structure of the organisation may create a facade of  unity and rationality the overall culture of the organisation and the  individual behaviour of its members in pursuing their private and sectional interests reveals a picture light years away from the idealised view of HRM thinking.  This is not to say that Western organisations do not also display some of these characteristics but in LDC organisations the highly 'political' nature of organisations, (especially in the public sector - the major employer) the severe economic constraints on such organisations creating intense competition for rewards, and the use of tribal and family influence networks makes any assumption of Unitarism an idealistic misrepresentation.





Cell D6 	Unitarism viz. Structural Adjustment





Given the characteristics of LDC organisations mentioned above (which is admittedly a generalisation) many donors see themselves as imposing (?) much needed rationality into LDC organisations in order to make them more efficient and goal-directed.  This may indeed be welcome but one has to question whether the organisational reforms which accompany Structural Adjustment can overcome these deeply entrenched ways of behaving.  Some reforms merely attend to systems without addressing culture whereas others treat culture as a component of organisation that can be simply changed by introducing a 'culture change programme' like changing a light bulb.  However existing organisation cultures can be extremely tenacious and resistant to change.  The external factors which influence behaviour inside the organisation mentioned above are powerful inertial forces and it may be that macro-level economic, social, and cultural change is a pre-requisite of fundamental organisational change.





Cell E2		Line Management Ownership viz. Labour Market/Skills Base





Developed countries have reaped tremendous benefits from specialisation.  It has only been in the later stages of industrialisation that the diseconomies of specialisation have become apparent in the form of problems of co-ordination, alienation, goal displacement etc.  In this context the HRM concept of line  management ownership of the responsibility for managing employees is a response to a problem of late or post- industrial society.  LDCs by contrast may not have yet reaped the full benefits of specialisation and may indeed require more of it rather than less.  Up until quite recently it was the desire of many public sector organisations in LDCs to move away from the generalist approach to public administration left over from the colonial period towards a more 'professionalised' system ie. a more specialist approach (Taylor 1992).  The problem of a poor skills base has inhibited the development of professionalism in LDC organisations and is often used as one explanation for their poor performance.  So the question now is whether LDC organisations should pursue increased specialisation as before or given the new  HRM thinking should abandon it in favour of seeking the Holy Grail of 'flexibility.'  This is a substantial debate and the answer to the question must partly depend on the area of expertise under discussion.  However, my general response is that flexibility without basic professional competence would not be of great value to LDC organisations.





Cell E5		Line Management Ownership viz. Lack of Political Stability/Autocratic Style





The autocratic styles favoured by many LDC organisations correspond to what Handy describes as the 'power' culture (Handy 1985).   Such organisational cultures resemble a web with power being held at the centre and all  information and decisions being routed through the centre.  Such organisations rely on the chain of command and are suspicious of specialists who through their expertise may challenge the power base of the centre.  Insofar as the particular LDC organisation does correspond to this pattern it may well thus embrace this element of HRM thinking.  Note, however, that this may be self-defeating given that many  managers in line positions lack basic competence, either through lack of training or 'inappropriate' selection, and therefore desperately need the assistance of specialist advisers.  This HRM concept presumes that line management competence exists to carry out its enhanced role.  This is clearly not the case in many LDC organisations.





Cell E6		Line Management Ownership viz. Structural Adjustment





Structural Adjustment Programmes have often, perhaps unfairly, been equated mainly with retrenchment and downsizing programmes for LDC organisations.  There has certainly been a demand to produce 'leaner' organisation structures and this in turn necessitates a fundamental review of 'staff ' functions which are vulnerable to cuts because they are often seen as expensive and optional overheads.  So again this may encourage organisations, at the behest of donors, to accept this element of HRM thinking.  However, the caveat outlined in the previous section is also relevant here ie. Are these line managers capable of performing the expanded and increasingly pressurised roles without some specialist expertise?


	


VI	Conclusions and Areas for Research





The general thesis of this paper has been that HRM is not a universally applicable means of managing the employment relationship but has been the product of a particular set of economic, social, cultural and political  circumstances prevailing in the West in the 1980s and 1990s. As such it should have no automatic claim to applicability in LDCs.  An examination of the operational contexts for organisations in LDCs reveals a very different set of circumstances to those facing organisations in the developed countries.  Furthermore, a step-by- step analysis of HRM concepts and the elements of LDC contexts reveals that HRM as currently formulated is not a particularly good starting point for the reform of employment relationships in LDCs.  This particular analysis lends weight to those who take the 'diversity' approach in the general debate about the  applicability or otherwise of management thought developed in the West to different settings.





As indicated in the Introduction this paper has been concerned with a general analysis of these issues.  Of course what is required in terms of further study is empirical research on particular organisations, or types of organisations, and their approaches to managing the  employment relationship in LDC settings.   This should attempt to build up a picture of the relevant contingent variables that influence the employment relationship in those settings and, a somewhat more difficult task, to show how and in what way particular variables influence particular aspects of the employment relationship.





A further implication of this paper is that there needs to be further theoretical developments in HRM thinking in order to make it more flexible and context-sensitive.  In fairness this is now starting to happen in the HRM literature (Brewster and Tyson 1991).  HRM is a new discipline and had, in order to strike a distinction between itself and the longer established fields of personnel management and industrial relations, to create a clear departure and new mode of thinking on managing the employment relationship.  Having thus established its distinctiveness (others would argue that it has not yet done so) it is perhaps now in a better position to diversify and cope with different settings.  To continue to adhere to a  universalistic approach would in my view result in HRM becoming just another passing managerial fad.  In terms of LDCs what may be required is a more sociologically aware approach recognising the continued importance of collectivist values.  Whether such a model emerges from mainstream Western HRM thinking or is a product of 'indigenous' management thinking remains to be seen. Whatever the source of the new model it will be different from existing HRM concepts.  In a paraphrasing of  the words of Star Trek medic Bones  " It 's HRM, Jim, but not as we know it! "
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