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Human resources management in Spain:
is it possible to speak of a typical model?

Carmen Camelo, Fernando Martin, Pedro M. Romero and
Ramon Valle

Abstract There is no shortage of literature studying the relationships between the various
processes of human resources management, considered individually, and the strategy of
the company. Nevertheless, studies that adopt a joint approach are scarce. In this study,
working from the universalist, contingent and configurational perspectives, we seek to
identify the possible existence of human resources management models and their links
with the strategy of the company. Empirical analysis conducted with 130 industrial
companies reveals three distinct models of human resources management but with
behaviours independent of the strategies followed by the companies. At the same time we
find, within each model, orientations of particular processes that are common among them
and are thus characteristic of a universalist approach.

Keywords Strategic human resource management; empirical analysis; Spanish case;
human resource management system.

Introduction

The literature has emphasized the important role played by the human component in
the competitiveness and response capacity of organizations, and this is reflected in numerous
publications and research studies that have appeared in recent years (Barney, 1991;
Barney and Wright, 1998; Wright et al., 1994). According to this view, human capital
is proposed as one of the key resources on which companies build their competitive
advantage (Becker and Gerhart, 1996; Boxall, 1996; Tyson, 1995; McWilliams ez al., 2001).
The impact of human resources management (HRM) on the nature and results of
organizations has been the subject of various theoretical propositions (Boxall and
Steeneveld, 1999; Delery and Doty, 1996; Wright and McMahan, 1992; Huselid, 1995;
Ferris et al., 1998; Brewster, 1999), and has been embodied in what has been called
strategic human resource management (SHRM). Among the different theoretical
positions discussed, the universalist, contingent and configurational approaches are the
ones that have tended to dominate this debate (Delery and Doty, 1996; Guest, 1997).
From the universalist perspective, it is argued that some HRM practices, classed under
the heading of high performance work practices, are intrinsically better than others and
that, for this reason, all companies should adopt them (Pfeffer, 1994; Osterman, 1994).
Under this approach, the question for debate is whether that set of practices forms
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a coherent model of HRM, a configuration (configurational perspective); the question is
whether all the elements that make up human resources practices show internal
consistency (horizontal fit) or, on the contrary, such a model does not really exist,
because only some practices show a universal character (Huselid, 1995; Delaney and
Huselid, 1996; Delery and Doty, 1996; Pfeffer, 1994, 1998).

The contingent approach considers that, in order to get the best results, there should be
consistency between the HRM policies and other organizational variables. But the
approach could be considered under alternative perspectives: the fit of the each individual
HR practice, independently, with these other variables or the configuration as a set of
practices (horizontal vs vertical fit) (Balkin and Gomez-Mejia, 1987a, 1987b, 1990;
Gomez-Mejia, 1992; Schuler and Jackson, 1987; Peck, 1994; Martin et al., 1999; Valle
et al., 2000, Doty and Glick, 1994; Delery and Doty, 1996). Therefore, the configuration
perspective can adopt the universalist or the contingent form.

From the contingent perspective, the variable usually employed to explain
the behaviour of organizations in respect of their HRM policies and practices is the
strategy of the company (Wright er al,, 2001). The basis on which such a choice is
justified is that, when the human resources policies or the model of human resources
(under the configurational perspective) present a degree of consistency with the strategy,
the company will achieve better results (Delery, 1998).

Most of the studies undertaken at the empirical level have adopted a contingent
approach, being centred on the analysis of the relationship between type of strategy and
some of the individual HRM processes employed (Sonnenfeld and Peiperl, 1988; Balkin
and Gomez-Mejia, 1987a, 1987b, 1990; Brousseau et al., 1996; Martin et al., 1999; Valle
et al., 2000). There are, however, few studies that, while adopting a configurational view
of the HRM function, have been able to show evidence of the existence of models that are
contingent in respect of the type of corporate strategy (Miles and Snow, 1984; Schuler
and Jackson, 1987; Snell and Dean, 1992; Schuler, 1992; Peck, 1994; McDuffie, 1995).

Our purpose in this paper is to formulate, on the basis of the existing literature, a series
of hypotheses aimed at contrasting the behaviour of Spanish industrial companies in
respect of the management of human resources. In particular, we set out to identify, first,
whether it is possible or not to speak of one or more models of HRM (a configurational
approach) and if, in this latter case (a second aspect of the research), the existing models
are linked to the strategies of the companies (a configurational and contingent approach).
The level of analysis utilized is that of the total set of employees of the organization,
excluding the executives.

The HRM processes that we have included in our analysis are: recruitment, selection
and appointments; training; career planning, personnel evaluation; and compensation.
The contingent variable used will be the type of strategy of the company. In respect of
this latter, although most of the previous studies reviewed utilize known typologies of
strategy (Rumelt, 1974; Miles and Snow, 1978; Gerstein and Reisman, 1983; Porter,
1980), we have opted to identify the strategy of the company from a consideration of the
resources and competences with which it actually competes in its chosen markets
(Wernerfelt, 1989; Barney, 1991, 1992; Mahoney and Pandian, 1992). The empirical
analysis has been conducted on a population comprised of the 500 largest Spanish
industrial companies with more than 500 employees.

Theoretical framework and hypotheses

Several previous studies that adopt the universalist perspective stress not only the
importance attributed to certain HRM practices for improving the knowledge, abilities and
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competences of the employees of the company and the effect of such practices on factors
like motivation, absenteeism, retention of employees, but also the need for
complementarity, or an internal fit, between these practices (Pfeffer, 1994; Freund and
Epstein, 1984; Arthur, 1992; Delaney et al., 1989; Huselid, 1995; McDuffie, 1995; Youndt
et al., 1996). The most commonly accepted options chosen in the literature are those
grouped around what have come to be termed ‘high performance work practices’; these
include recruitment and selection procedures, systems of compensation by incentives
(bonus schemes), training and employee participation schemes, job security and team
work (Huselid, 1995; Jones and Wright, 1992; Pfeffer, 1994, 1998). Delery and Doty
(1996) identify seven practices that have been considered in the literature to be strategic
practices, in the sense that they improve the performance of those companies that adopt
them. These seven practices are: the internal provision of career opportunities, formal
systems of training, employee evaluation methods and measurement, profit participation
schemes, safety at work, mechanisms for participation in decisions and job definition.

Set against this positioning, the arguments put forward by those who defend the
contingent approach are centred on the necessity of linking the HRM practices employed
with some external or internal variable. They reject the existence of ‘a single best way’:
on the contrary, they maintain that the best HRM system design will depend on
contextual factors. In this line of argument, in the majority of the literature,
the competitive strategy of the company has been chosen as the principal contingent
variable. The fit between this variable and the human resources policies determines
the performance and constitutes the source of sustainable competitive advantage for the
company (Huselid, 1995; Jackson and Schuler, 1995; Schuler, 1992; Wright and
McMahan, 1992).

In studies considering individual HRM processes, it has been found that aspects
related to formal training, such as expanding the employee capabilities required by the
company, their levels of specialization and diversity of skills, the orientation of learning
towards team or group working, the planning of the training process in order to meet
future needs or the direct improvement of productivity, are all closely related to the
strategies of companies (Peck, 1994; Raghuram and Arvey, 1994; Jackson et al., 1989;
Jackson and Schuler, 1995; Sanz et al., 1997; Snell and Dean, 1992; McDuffie ef al.,
1995; Collis and Montgomery, 1995; Delery and Doty, 1996; Valle et al., 2000). Most of
the works cited above utilize the typology of strategies proposed by Miles and Snow
(1978) and by Schuler and Jackson (1987),l and, in some cases, authors differentiate
between flexible and traditional types of production strategy. Although not all reach the
same conclusions, they do appear to support the argument that companies with a strategy
based on creative and innovative capacities demand a type of training that is multi-
skilled, centred on group working methods and oriented towards the company’s
identified future needs.

Career policy, understood as the set of variables that are controlled and planned by
the organization and that determine a particular model of personnel management, has
also been put forward as presenting a definite relationship with the strategy of a
company. Some of the dimensions that characterize career-planning models
established in the literature are: the planning and formalization of personnel
movements, the criteria utilized and the degree or level of communication. As in
the case of the training process, links have been sought between the various
different models of career policy and the strategies of companies; again, in this case,
no consensus with regard to the results appears to have been reached (Stumpf, 1988;
Wils et al., 1993, Brousseau et al., 1996; Sonnenfeld and Perperl, 1998; Sanz et al.,
1997; Martin et al., 1999, 2001).
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Several authors also state that the better the fit between the strategy of the organization
and its compensation policies, the greater will be the contribution of the reward system to
the results and performance of the company (Rajagopalan, 1997; Balkin and Gomez-
Mejia, 1987a, 1987b, 1990; Gomez-Mejia, 1992; Milkovich, 1988; Gomez Mejia and
Welbourne, 1988, 1989; Sanchez Marin and Aragén Sanchez, 2002, 2003). The analyses
made of compensation policies have been centred basically on the study of attributes
such as levels of remuneration, fixed vs variable components, systems of incentives,
the transparency of the system, etc. Considering the orientations taken by
these compensation system components, algorithmic and other experimental models of
compensation have been identified (Gomez-Mejia and Welbourne, 1988; Balkin and
Gomez-Mejia, 1990, 1992). Whereas algorithmic models are matched to the
characteristics of defensive strategies, experimental ones are matched to prospective
strategies, using the terminology of Miles and Snow (1978).

Some studies have related the level of salaries with the strategy of the company
(Carrol, 1987; Finkelstein and Boyd, 1998), with employees’ capabilities and skills
(Miles and Snow, 1984), with the temporal horizon of the results (Rajagopalan and
Finkelstein, 1992; Rajagopalan, 1997) and with the fixed vs variable composition
(Alexander and Zhoy, 1995).

In Spain, the studies carried out under the contingent approach have taken the strategy
of the company as the independent variable, and the conclusions reached are partially
coincident among themselves and with those indicated previously (Sanz et al., 1997,
Romero and Valle, 2001). The results of recent research studies, which aim to explain
whether the adoption of the so-called ‘high performance work systems’ (configurational
approach) is linked to or dependent on certain organizational variables or on the activity
sector, reach different conclusions. Some find a certain relationship between the adoption
of such practices and the management style and culture of the company, but not with the
strategy, size or age of the company (Ordiz, 2002); in other cases, it is found that
organizations belonging to multinational groups, with a strategy of high quality and
high degree of automation of operations, show a greater tendency towards the use of high
performance practices (Bayo Moriones and Merino, 2002); Roca Puig et al. (2002)
observe, from a universalist perspective, that management by commitment has positive
effects on the results of the organization, independently of the sector. However, when
they adopt a contingent approach, it is observed that the sector appears as a modulating
variable in the relationship between strategy and HRM practices (in the floor-paving and
wall-tile sector, management by commitment shows positive effects independently of the
strategy followed by the company, costs or differentiation; in the hotel sector, a certain
incompatibility appears to exist between management by commitment and the cost
strategy). Lasierra (2001), in a wide-ranging study, finds relationships between
competitive strategy and system of employment but not with HRM practices. Only
functional flexibility appears to be connected with the strategy of quality.

In short, the review made of the literature reveals that most of the research studies that
analyse the connections between generic strategy and human resources management do
so in an individualized way, considering human resources practices in isolation or
configurations already established by other authors (e.g. high performance work
systems). There are not many, however, that adopt a joint, global perspective in the
treatment given to human resources management, indicating which is the most coherent
configuration in accordance with the type of strategy (Miles and Snow, 1984; Schuler and
Jackson, 1987; Besseyre des Horts, 1987; Peck, 1994).

The configurational approach considers that, in order to understand the behaviour of
the company in relation to its human resources, different HRM practices and policies
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cannot be analysed in isolation from one another. On the contrary, these elements
constitute a whole that is related to one external variable (Delery, 1998). In this view, the
synergies derived from the interactions between the dependent variables produce more
substantial effects than are found by considering the direct relationships between each
dependent variable and the independent variable (Doty et al., 1993). For Delery and Doty
(1996), the configurational perspective has two principal effects. First, the holistic
principle of investigation is assumed: this permits the identification of unique models of
human resources that are postulated as being of maximum efficiency and constitute ideal
types; these configurations correspond more to theoretical constructs than to phenomena
observable in reality. Second, the principle of equifinality is assumed, meaning that
different configurations may lead to optimum efficiencies (Delery and Doty, 1996).
The synergistic effects of these configurations are not linear but circular, and cannot be
explained by means of the traditional bi-variant contingent models; it is thus necessary to
consider higher-order interactions (Doty and Glick, 1994).

From the preceding discussion, and with the object of providing a global view of the
behaviour of human resources management of industrial companies that operate in
Spain, we have formulated a set of four hypotheses by which we seek to identify whether
the orientation that these companies adopt in their HRM is configurational, with
universalist vs contingent behaviour, and allows us to speak of and identify models of
human resources management. These hypotheses read as follows:

HI (universalist hypothesis): There exist specific human resources practices that,
independently of the strategy of the company, are
present with the same orientation in all the organizations.

H?2 (configurational and
universalist hypothesis): The coherence between the orientations given to the
processes of human resources management allows one
to speak of systems or models of management
(horizontal fit).

H3 (configurational and
contingent hypothesis): The model of human resources management designed
by the company is related to the competitive strategy
selected (horizontal and vertical fit).

H4 (contingent hypothesis):  There are orientations in human resources manage-
ment practices that, when analysed individually,
maintain a common relationship with the competitive
strategy of the company (vertical fit).

Empirical research: methodology utilized

The methodology used to collect information was the postal survey. Two questionnaires
were prepared and sent, respectively, to the director general (managing director) and to the
senior executive responsible for the human resources management of the company. The
research was conducted on a total population of 500 large Spanish industrial companies
with more than 500 employees, selected from the ‘Fostering of Production’ database. The
decision to select companies with more than 500 employees is based on the understanding
that this size measure influences the existence both of human resources policies and of
executives with particular responsibility for this function. Having first selected from the
database the population to form the basis of the study, the companies were contacted
by telephone to request their participation. After receiving the initial response to
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the questionnaires, from eighty-five companies, contact was again made with those who
had originally agreed to collaborate but had not in fact done so. This produced responses
from another forty-five companies. Most of those who did not respond gave diverse
reasons, referring to the time involved, to the large number of questionnaires they received
or simply saying that they were not interested in collaborating with universities. But it is
important to state that the follow-up telephone interviews with representatives of all the
firms solicited provided sufficient information to conclude that the ‘non-responding’ firms
do not constitute a special case or possess particular characteristics which may bias the
results reported here. This is very typical of the Spanish environment where collaboration
between industry and university research is problematic. In conclusion, responses were
obtained to a total of 260 questionnaires, corresponding to 130 companies, representing
26 per cent of the population. Before being sent out definitively, the questionnaire was
tested in five organizations of similar size, in order to make sure the questions were valid.
In terms of scope, the analysis of human resources management undertaken is centred
on the personnel of the company rather than on the management. The reliability of the
questionnaire was tested by means of Cronbach’s alpha.

The questionnaire sent to the executive responsible for human resources included not
only questions of a general character relating to the HRM function but also five items
dealing with the training policy, six items on career policy, twenty on the system of
remuneration, three relating to the process of recruitment and selection, and four on
personnel evaluation. In most of the items, a Likert scale of 1 to 5 is used. Only in the
case of the questions relating to recruitment, selection and appointments and to
the orientation given to the evaluation of personnel (short vs long term; by individual vs
by group) are dichotomous variables utilized. The items for each process seek to identify
the possible orientations adopted for each process and the models of human resources
management followed by the companies.

Since the second objective of the research was to detect whether the HRM models
matched the corporate strategy options adopted by the companies, a questionnaire was
drawn up to enable us to identify the type of strategy. In accordance with the resources-
based view, the various resources and capabilities that a company has acquired and
developed over the course of its history are the main determinants of its competitive
advantage and, therefore, should constitute the basis on which its strategies are defined
and built (Wernerfelt, 1984; Barney, 1991; Mahoney and Pandian, 1992; Miller and
Shamsie, 1996; Michalisin et al., 1997; Priem and Butler, 2001). Accepting this view, we
considered it more appropriate to identify the strategies pursued by the companies by
identifying and analysing the resources and capabilities with which they compete in their
respective markets, rather than using some of the typologies proposed in the literature.
Hence the questionnaire addressed to the director general was aimed at typifying the
generic strategy pursued by his organization, utilizing the definition of intangible
resources proposed by Dess and Davis (1984), to which we add a last item that seeks to
identify the efforts made by the company to establish and enhance its reputation.
Responses to each of these questions were requested on a Likert scale of five points,
on which the importance given by the company to each factor was to be rated from
1 (of no importance) to 5 (very important).

Analysis and discussion of the data

The sequence we shall follow in the analysis and discussion of the data will be that
established by the hypotheses put forward. Thus, we shall first set out to identify the
orientations given to the human resources practices that the companies utilize
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(hypothesis 1) and to determine whether these allow us to speak of one or
more model of human resources (hypothesis 2). Second, with the objective
of establishing whether or not the models (hypothesis 3) and the practices of human
resources management are contingent in character (hypothesis 4), we identify
the strategies pursued by the companies, on the basis of the assessment they make of
twenty-two strategic resources.

Human resources practices

Given the relatively large number of items that the questionnaire contains, and with the
object of making the study of the information more manageable, our first step was to
conduct a factorial analysis. The method utilized was that of principal components
(rotated varimax solution); this produced fifteen new factors from the original variables.
As can be appreciated from Table 1, the items on training, evaluation and career policies
could each be explained by two factors (FO1 and F02; VOI and V02; CO1 and C02,
respectively). The item designated personnel incorporation policy (comprising
recruitment, selection and appointments) could be explained by three factors (R1, SO1
and CTO1). Lastly, the items relating to compensation could be synthesized into six
factors (CPO1 to CP06). In all cases, the factors presented adequate values for the
analysis (eigenvalues = 1). To interpret the factors, we eliminated those variables that
were not clearly saturated (i.e. those with factor loading < 0.6).

Each of the factors was associated with a new variable defined by the combination of
those that had met the acceptance criterion. Thus, in training policy, the first factor (FO1)
is formed by two variables: (1) degree of specialization vs multi-skill or diversity and (2)
orientation of the training with respect to individual vs group work. This factor,
therefore, determines the orientation or ‘content’ of the training. The second (F02)
incorporates the degree of planning, the orientation towards future needs and the
objective of greater productivity, thus constituting the ‘context’ of the training.

In career management policy, the two factors obtained (CO1 and CO02) clearly
identified two new variables. The first of these factors (CO1), which we designate ‘design
of careers’, contains the information corresponding to all those questions referring to the
existence of a formalized process of career management, and the information relating to
the degree of knowledge that the employees have about their own career expectations or
potential. The second (C02), ‘criteria of careers’, includes all those items dealing with the
criteria that the company utilizes to effect movements of personnel between jobs or
positions (i.e. performance, knowledge and skills).

In relation to compensation policies, we have identified six factors (CPO1 to CP06).
The first of these (CPO1) summarizes the variables indicating the criteria used to justify
differences in individual remuneration; these may be the job performance of individuals,
their capabilities, capacities and skills, as well as the degree of autonomy of the
functional area managers in the establishment of the remuneration. The factor CP02
indicates the importance given to the variable component of the remuneration and its
dependence on the achievement of either organizational or group objectives. The factor
CPO03 shows the degree of acceptance and appeal accorded to the reward system by the
employees and its external consistency. The factor CP04 incorporates the temporal
dimension of the system of remuneration, integrating those variables relating the
remuneration of the employee with the importance of achieving either short- or long-
term objectives. The factor CPOS reflects the degree to which the organizational
hierarchy affects the system and, lastly, the factor CPO6 shows the importance of the job
or position held in the determination of the salary level.
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Table 2 Designation of the new factors for analysing HRM policies

Factor Designation

FO1 Content of the training

FO2 Context of the training

Co1 Design of careers

C02 Criteria for career design

CPO1 Remun. variable component: skills, capabilities, performance of individual
CP02 Remun. variable component: objectives of the organization or group

CPO3 External consistency and internal degree of appeal of remuneration system
CP0O4 Temporal dimension of remuneration system

CPO5 Effect of hierarchy on the remuneration system

CP06 Remun. fixed component: importance of the job/position

R1 Recruitment

S01 Selection profile

CTO1 Duration of employment contracts

Vo1 Design of the system of evaluation

V02 Criteria for the system of evaluation

Regarding the policies of ‘incorporation’, we have obtained three factors with the
following interpretation: factor R1 indicates a recruitment policy oriented either towards
the external market or to internal resources; factor SO1 indicates a selection policy
oriented towards wider, more general candidate profiles or narrow, more specific
profiles; and factor CTO1 reflects the policy of offering employment contracts of
indefinite vs limited duration.

Lastly, in relation to the processes of personnel evaluation, two factors (VO1 and V02)
have been identified. The first covers the items referring to the existence of a formalized
evaluation system and the degree of participation of the employees in its design. The
second factor refers to the utilization of the behaviour and performance of the individual
as criteria of evaluation. Table 2 shows the designations given to each of the fifteen
factors drawing on these interpretations of the corresponding HRM practices.

On the basis of these data, and with the object of identifying the existence of groups of
companies that can be characterized as adopting similar orientations in their human
resources practices, we have utilized the technique of cluster analysis. Since theoretically
we did not have a prior indication of the optimum number of groups that would best
explain the behaviour of the companies, we performed several different non-hierarchical
cluster analyses (K-means), forcing to two, three and four groups, respectively. For each
of the preceding groupings, we proceeded by successively eliminating those factors
whose analysis of variance indicated that they were not significant for the grouping
(p = 0.05). The result that best explained the differences was the analysis performed
with three groups that included all the factors with the exception of R1. Table 3 gives the
results of the analysis of variance, together with the mean value of the significant
variables for each group.

Figure 1 plots the mean values of each of the factors that together make up the
human resources policies practised by the three groups identified. With the
object of being able to perform a more complete analysis, we have opted for including
the mean values obtained for all the factors, and not solely those values that were
significant for the grouping.

Cluster 1 is constituted by companies in which ten of the fifteen factors considered
are placed to the right of the central axis of the graph, exceeding the value of 2.
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cl 1
2 C2
CPOL CPO1
CPO2 CPO2
CPo3 CPu3
CPO4 CP04
CPOS CPOS
CPO6 CPO6
Fo! FO1
Fo2 FO2
CTo! CTOl
Rl Rl
S0 501
VO Vol
Vo2 Vo2

Grourh GROUP 2 GROUP 1 3

Coi €62 CPOL CPO2 CPR3 CPO4 CPOS CPO6 FOM FO2  CTo!f RI So1 Vol voz
GROUP 1 221 217 2971 263 229 267 279 175 246 18} 175 121 182 275 208
GROUP 2 223 141 208 249 197 231 197 128 210 144 292 128 285 223 172
GROUP 3 L0 150 167 198 155 205 150 148 243 138 135 128 210 170 1.7

Captions for figure

Left-hand column Right-hand column

Carcer design ol No carcer design

Criteria for carcer design o2 Criteria for career design

Remuncration by individual performance CPO1 Remuncration not by individual performance
Remuneration for long-term objectives CPO2 Remuneration for long-term objectives
High acceptance and external consistency of remun, system  CPQ3 Low acceptance and external consistency
Remuncration: longer-term oricntation CP04 Remuneration: shorter-term orientation
Remuneration: influenced by hierarchy CPO5 Not influenced by hierarchy
Remuneration based on job position CPO8 Not based on job position

Training for individual, specialization FO1 Traming for groups, diversity of skills
Formalized programmes for productivity improvements Fo2 Non-tormalized programmes

Indefinite contracts CTOl Limited duration contracts

Internal recruitment Rl External recruitment

Wide candidate profile 301 Narrow candidate prolile

Formalized system of appraisal V0l Nen-formalized system of appraisal
Evaluation criteria: performance and behaviouwr V02 No criletia [or evaluation

Figure 1 Profile of human resources policies

Of the other five factors, only one (R1) is placed to the far left, with a value close to
1. These companies, accounting for 23 per cent of the sample, would conform to a
particular model of human resources management (M1). This model would be
characterized by the lack of a career management system in the company, by
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a compensation system in which the level of performance of the individual employee
is not taken in consideration, which would be congruent with the absence of a
formalized system of personnel evaluation. The system of compensation is not
determined by hierarchy and is not well accepted by the employees. The particular
personnel policy that presents the clearest definition is training, which is oriented to
equipping employees with a diversity of skills and to securing short-term productivity
improvements. From this description of its characteristics, this model could be
described as being of ‘weak definition” in terms of HRM practices.

Cluster 2 comprises companies in which the factors are distributed almost
equally on one or other side of the central value of the scale (eight exceed the
value 2 and seven are below it). This is the case of approximately 30 per cent of
the sample, which are considered to conform to a second model of HRM (M2). The
companies grouped within this cluster may not have a formalized career structure design
but do have available the criteria needed to take decisions in this area. The remuneration
system enjoys a moderate degree of acceptance and is moderately influenced
by hierarchy, being more strongly based on the definition of the job position and
attributing little importance to the performance of the individual or to the achievement of
longer-term objectives. The training policy, although not clearly defined as regards
its orientation, does pursue short-term productivity improvements. The system of
recruitment is centred on existing resources in the internal market, and selects persons
according to a narrow, specialized profile; contracts offered are of limited duration.
Criteria have been developed to apply in the system of personnel evaluation. This set of
features would allow us to classify this model as being ‘formalized but with a narrow and
traditional orientation’.

Cluster 3 gives us the third differentiated HRM model identified (M3) and is
formed by companies accounting for 39 per cent of the sample. In this case,
the majority of the factors (twelve of the fifteen) that describe the human resources
policies are placed with values of around 1, i.e. on the left-hand side of the graph.
This group of companies is found to have a clear orientation and definition in
their human resources policies, incorporating a wider variety of options. This is a
model of human resources management that we could qualify as ‘clearly defined
and open’. The system of career management is clearly specified and the training policy
is planned and aimed at enhancing efficiency. The remuneration system has a more
organic character (in the term used by Balkin and Gomez-Mejia, 1987, 1990), with
importance being attributed to the variable part. The evaluation of personnel is
based as much on performance as on behaviour or attitude, and employment
contracts tend to be of indefinite duration. Recruitment draws mainly on the
organization’s internal market. Table 4 presents a summary of the principal
characteristics of each of the three models identified.

The analysis of the data also reveals that there are four factors in which the positions
of the companies are very similar. These four comprise: remuneration based on the job
position (CP06); training oriented towards diversity of skills (FO1); training oriented
towards securing productivity improvement (F02); and reliance on the internal job
market in the recruitment process (R1).

Bearing in mind that the second main objective of our study is to identify the possible
relationship between the three models of human resources and the strategic orientations
of the companies, the second part of the empirical research is centred on the strategy
options demonstrated by the companies and their possible correlation with the
models identified.
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Table 4 Principal characteristics of the HRM system

HR Group 1 Group 2 Group 3
policies
Careers Policy not Policy not Policy designed. Criteria:
designed designed individual performance,
capabilities and skills
Remuneration Not well defined. Based on job Based on job position.
Based on job position. Importance given to
position. Low Importance variable component, based
level of given to fixed on skills and performance
acceptance part. Low level of of the individual. High
and appeal acceptance and appeal level of acceptance and
appeal
Training Policy not Policy not designed. Policy designed. Orientation:
designed Orientation: ad hoc multi-skills and group
working
Incorporation Internal market Internal market Internal market recruitment.
recruitment. recruitment. Contracts: indefinite
Contracts: Contracts: duration. Profile: wide
indefinite duration limited duration. and specific
Candidate profile: Profile: specific
not defined
Evaluation Policy not designed  Policy not Policy designed. Criteria:
designed behaviour and performance

of the individual

Strategic orientation of companies based on their strategic resources

Based on the Likert-scale ratings given by respondents to the twenty-two factors
involved in their company’s competitive advantages, the companies have been grouped
by means of cluster analysis (K-means). Since we did not have an a priori theoretical
indication of the optimum number of groups that would best explain the choices of
strategy by the companies, we utilized various non-hierarchical analyses, for each of the
groupings successively eliminating those factors whose analysis of variance indicated
that they were not significant for the grouping (p = 0.05). The solution that best
explained these difference was that obtained for n = 3 groups, comprising seventeen,
fifty-nine and thirty-five companies, respectively, using fifteen of the original twenty-two
factors. Table 5 presents the analyses of variance, together with the descriptive analysis
of the twenty-two variables in each group.

Figure 2 presents the profile of the clusters obtained with the values for each of the
factors that were shown to be relevant for the formation of the groups.

The analysis of the values obtained in the factors of competitive advantage, as rated by
the companies in cluster 1, indicates that rigorous efforts both to establish procedures for
product quality control (V5 =2.65; SD=0.61) and to market higher-priced
products are important and a key aim for the competitive advantage for the firm
(V20 =2.65; SD =0.61). The improvement of existing products (V15 =247,
SD = 0.72) and the capacity to manufacture specialized products (i.e. niche marketing)
(V18 = 2.35; SD = 0.79) are also valued as important aspects of competitive advantage.
If we add to these characteristics identified the finding that this group of companies is the
group that attaches least value to the reduction of costs (V4 = 2.29; SD = 0.77) and does
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Figure 2 Strategy profiles of the companies in the sample

not show special concern for the development of new products (V2 = 2.12; SD = 0.86),
the strategy adopted could be classified as ‘seeking competitive differentiation, by means
of products oriented to the higher-price segments of the market’.

Cluster 2 includes fifty-nine companies (53.15 per cent of the sample) that are notable
for attaching more importance to all the factors of competitive advantage, with the
exception of price. These are companies that innovate in processes (V11 = 2.88;
SD = 0.42) and products (V2 = 2.80; SD = 0.48), are oriented towards diversification
(V7 =2.66; SD = 0.58), that put considerable effort into publicity (V21 = 2.54;
SD = 0.60) and the promotion (V17 = 2.41; SD = 0.62) of their products and the
consolidation of their brands (V8 = 2.92; SD = 0.28). All these features lead us to
classify the strategy orientation of this group as ‘market-oriented innovators’.

Lastly, the companies found in cluster 3 are characterized by seeking the continuous
improvement of their products (V5 = 2.91; SD = 0.28), by pursuing greater efficiency,
since these are the companies that attach more importance to repeated efforts towards
cost reduction (V4 = 2.89; SD = 0.32). Hence the strategy classification assigned to this
third group is ‘orientation towards efficiency and product improvement’.

On the basis of this analysis, we define a new variable designated ‘competitive
strategy of the company’, with three numerical values (1-3) corresponding to each of the
preceding strategic profiles. Similarly we define the new variable ‘system of human
resources management’, also with three numerical values (1-3) corresponding to each of
the HRM models previously identified. In order to test the correlation between the
strategy and the HRM model, we conduct an analysis of variance, the results of which are
given in Table 6.

For a deeper investigation into the relationship between the strategy and the five main
human resources policies surveyed, we undertake partial analyses considering the
combined effect of the factors defining each of these policies on the competitive strategy
(Table 7), together with the individual analysis of each factor separately (Table 8).

The relationship revealed between the competitive strategy and the particular HRM
policies, and with the model of HRM, does not confirm the behaviour described in much
of the literature that we have cited in the theoretical part of this paper. In effect, as can be
deduced from the results obtained in the analysis of variance, the connection between the
human resources policies and the competitive strategy has no contingent relationship for
any of the five policies defined, whether they are considered independently or jointly.
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Table 6 ANOVA of strategy — system of HRM

Human resources Sum of DF Mean F Sign. of F

management policies squares squares

Main effects 0.744 2 0.372 0.638 0.531

HRMP 0.744 2 0.372 0.638 0.531

Explained 0.744 2 0.372 0.368 0.531

Residual 49.619 85 0.584

Total 50.364 87 0.579

Table 7 ANOVA of strategy — HRM policies

Policy Sum of squares DF  Mean squares F Sign. of F

Careers Main effects 3.658 4 0915 2.260  0.068
C01 2.389 2 1.199 2963  0.056
C02 1.504 2 0.752 1.858  0.161
Explained 5.323 8  0.665 1.645 0.122
Residual 39.649 98  0.405
Total 44.972 106 0.424

Compensation ~ Main effects 4.273 12 0.356 0.826  0.624
CPO1 0.765 2 0383 0.88 0.415
CP02 0.242 2 0.121 0.821  0.756
CPO3 1.768 2 0.884 2.050  0.135
CP04 0.150 2 0.075 0.174  0.840
CPO5 0.288 2 0.144 0.333  0.717
CP06 0.507 2 0.254 0.588  0.558
Explained 4.273 12 0.356 0.826  0.624
Residual 37.081 86  0.431
Total 41.354 98  0.422

Training Main effects 2.335 4 0584 1.356  0.255
FO1 1.799 2 0.899 2.090 0.129
F02 0.352 2 0.176 0.409  0.665
Explained 2.335 4 0.584 1.356  0.255
Residual 41.743 97  0.430
Total 44.078 101 0.436

Incorporation ~ Main effects 1.822 6 0.304 0.663  0.679
CT01 0.870 2 0435 0.950  0.390
R1 0.647 2 0323 0.706  0.496
S01 0.510 2 0.255 0.557  0.575
Explained 1.822 6 0304 0.663  0.679
Residual 45.785 100 0.458
Total 46.607 106 0.449

Evaluation Main effects 1.628 4 0407 0.925 0.453
Vo1 1.348 2 0.674 1.531  0.221
V02 0.290 2 0.145 0.329  0.720
Explained 4.040 8 0.505 1.147  0.339
Residual 43.590 99  0.440
Total 47.630 107 0.445
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Table 8 ANOVA (one way) of strategy — factors

Factor DF Sum of squares Mean squares F ratio F prob.
Co1 2 2.6343 1.3172 3.3233 0.039
C02 2 0.6268 0.3134 0.7283 0.485
CPO1 2 2.7993 1.3996 2.5716 0.081
CP02 2 1.8958 0.9479 1.7700 0.175
CPO3 2 2.2614 1.1307 3.0168 0.053
CP0O4 2 0.5965 0.2983 0.7077 0.495
CPO5 2 2.0542 1.0271 1.5590 0.215
CP06 2 0.1016 0.0508 0.1101 0.895
FO1 2 0.5617 0.2809 0.6006 0.550
FO2 2 1.5258 0.7629 2.3781 0.097
CTO1 2 3.6905 1.8453 1.8975 0.155
R1 2 0.1529 0.0765 0.1658 0.847
SO1 2 0.3324 0.1662 0.2041 0.815
VOl 2 1.7076 0.8538 1.4349 0.242
V02 2 1.5537 0.7769 2.9715 0.055

This could lead one to think that it may be other factors that determine the options in the
management of resources.

To complete this study, it is also interesting to analyse the tendency in respect of the
orientation of the management of human resources of the companies of the sample,
according to the strategy followed. As can be observed in the table of contingency
(Table 9), the relatively few companies that follow a strategy of differentiation (n = 11)
are those that proportionately most utilize model 2. The key features to emphasize in this
model for strategy development are: selection based on profiles of high specialization;
the use of evaluation criteria centred on the behaviour and performance of the employee;
and the clear preference for contracts of limited duration. The largest group of the sample
(n = 48) is of companies that follow a strategy of innovation; this group is divided
mainly between HRM models 2 and 3, although somewhat more companies (n = 20) opt
for the model that represents the most clearly defined system of human resources
management. On the other hand, those that define their strategy as oriented towards
greater efficiency present a preferential tendency to use HRM model 2 (n = 12), and can
thus be considered companies with less well-defined systems of human resources
management, although significant proportions also use model 3 (n = 10).

Table 9 Distribution of the HRM groups according to company strategy: number and (percentage)
of companies that follow the strategy

Human resources management (groups)
Competitive strategy Group 1 Group 2 Group 3 Total

Differentiation in products oriented to high 3 (27%) 6 (55%) 2 (18%) 11 (100%)
price segments

Innovation 10 (19%) 18 39%) 20 (42%) 48 (100%)

Efficiency and improvement of products 8 (17%) 12 (40%) 10 33%) 30 (100%)
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Conclusions

The analysis of the data presents us with some interesting conclusions on the behaviour
of Spanish industrial companies.

An initial noteworthy aspect of our analysis is the identification of fifteen factors that
describe the human resources practices employed by the companies of the sample.
Thus, training policy can be explained as a function of its content and orientation
(context). The two dimensions that define the career policies are those of the design and
the criteria under which employee movements are decided. The recruitment sources used
(external vs internal), the scope of the candidate profiles and the temporal dimension of
the contract characterize the policies of incorporation. Lastly, the compensation system
is defined by six dimensions referring to the relative weight given to the variable and
fixed components of remuneration, the degree of external and internal consistency and
the effect of hierarchy on the retribution.

These results may contribute to facilitating future comparisons of research studies
carried out in other contexts, by giving some homogeneity to the dimensions that define
the processes of human resources management.

Second, we have identified three models of differentiated management. A first model
(model 1) is not very well defined in the dimensions of career planning, training,
evaluation and remuneration that characterize the system of human resources
management. From their lack of planning, and the application of ad hoc human
resources policies, the concept of human resources in these companies could be regarded
as a reactive activity, based on the minimization of cost and conflict, and managed as a
function of changing fashions. The second model (model 2) shows more planning in
respect of training and remuneration policies. And, lastly, at the opposite extreme, a third
model (model 3) is characterized by high degrees of planning, definition and internal
coherence in all the dimensions of the human resources management system.

With reference to the strategies pursued by these companies, we have obtained three
large clusters. The first of these groups together the companies characterized by product
differentiation and orientation towards higher-price market segments. A second cluster
brings together those companies in which innovation constitutes the axis around which
their competitive advantage revolves; and, third, a cluster encompasses the companies
that focus on improving their efficiency and productivity.

Another finding that deserves to be emphasized is that, although the three models
present differentiating features, there are some dimensions in human resources
management practices that are identical in each model. In this context, we are referring to
the importance of the job position in respect of the remuneration, training aimed at
improving productivity and the use of the internal rather than the external job market.

On the basis of these results obtained from our analysis, our conclusions can be
summarized as follows:

1. In the three models identified, certain HRM policies exist that are common to all the
companies. Orientation towards resorting to the internal rather than the external
employment market and a compensation policy centred on the job position are
universal practices in the context analysed. This partially confirms our first hypothesis.

In future investigations it will be necessary to explore in greater depth the reasons
underlying the orientation given to these policies. A preliminary reflection points
to factors of business culture and the industrial context (industrial sector,
job market characteristic, etc.) in which the companies operate as possible reasons.
Among reasons that are cultural in character, we could point to the cultural resistance
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to geographic mobility, within the country and internationally, the strong preference
for employment stability, and the existence of a business culture that historically has
reinforced internal promotion. Moreover, the role played by the trades unions in the
Spanish industrial sector in defence of stability of employment could be another reason
explaining the universal character of these policies.

2. Differentiated systems of human resources management are found in the sample
analysed; in other words, differences are presented in the degree of internal coherence
of the HRM policies. Whereas model 3 presents a high degree of such coherence, in
model 1 the opposite is found, a low degree of affinity between policies. Therefore the
testing of our second hypothesis also gives a positive result.

3. None of the three models of human resources management is clearly aligned with
the strategies of the companies. The strategies identified explain neither the model nor the
practices of human resources management, and hence the HRM policies are clearly not
contingent. Therefore our third and fourth hypotheses must remain rejected.

In spite of the preceding comments, it may be conjectured from the distribution of the
groups of human resources according to strategy that certain tendencies are observed that
could ‘signal’ a future type of behaviour by the company. It would also seem logical to
postulate that there may be other variables that explain or determine the choice of HRM
models by companies, such as the demographics of the management team, the productive
and technological systems employed and the role played by trades unions in the
company, among others; this leaves open possible lines of future research.
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Notes

1 Miles and Snow (1978) distinguish between defensive, prospective and analyser strategies;
Schuler and Jackson (1987) between strategies of innovation, quality and costs.
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