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Abstr act

HRM discipline, occurring in 1920's in the USA, has been predominant in the USA and
the European countries and there has been evolving phases throughout the 20™ century
(Storey, 1989). Personnel management began to gain a more managerial role in the
1960s. As a result of this process, there has been a shift from activities such as
arrangement of data storage and personnel files to the administration of employee
procedures (Fombrun et al., 1984). However, in practice the replacement of HRM for
personnel management has only meant the change of department names and titles for
some companies and “there has been no considerable change in terms of the function's
quality and activities (Armstrong, 2000). Research shows that the number of department
names and titles containing the term “human resources” appears to be significantly higher
than the ones containing the term “personnel” (Caldwell, 2002, Bayraktaroglu, 2006).
Turkey is not an exception to this trend and contributed greatly by changing the
department names overnight in most companies. Examining the current issues that have
recently taken place in the HRM field, it would be suitable to point out that the strategic
nature and role of the HR function have been emphasized since the 1980s (Bayraktaroglu,
2002). The HR function's gaining of a strategic role is said to show the increase of its
importance (Bowen et al., 2002).

This paper critically explores the current status of HRM in large Turkish and will be
based on questionnaires conducted within large companies who have HR departments in
Marmara Region of Turkey.

Introduction

HRM discipline, occurring in 1920's in the USA, has been predominant in the USA and
the European countries and there have been evolving phases throughout the 20" century
(Storey, 1989). Personnel management began to gain a more managerial role in the
1960s. As a result of this process, there has been a shift from activities such as
arrangement of data storage and personnel files to the administration of employee
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procedures (Fombrun et al., 1984). It is seen both in the literature and practice that the
term “human resource management (HRM)” has been used in place of the term
“personnel management,” and the use of the “human resources’ term has increased
considerably. It has been observed that the activities, objectives, dimensions, and
importance of the human resource function have changed dramatically since the 1970s
(Lundy, 1994). However, in practice, the replacement of HRM for personnel management
has only meant the change of department names and titles for some companies and “there
has been no considerable change in terms of the function's quality and activities
(Armstrong, 2000). Research shows that the number of department names and titles
containing the term “human resources’ appears to be significantly higher than the ones
containing the term “personnel” (Caldwell, 2002, Bayraktaroglu, 2006). Turkey is not an
exception to this trend and contributed greatly by changing the department names
overnight in most companies.

In this paper, the view of the Turkish HRM practices will be analysed to better
understand the empirical picture of the HRM development process having noted that
HRM has been transforming all over theworld.

1. HRM Practicesin Turkey: The Background

Research about HRM practices in different countries especially focuses on investigating
theimplementation of HRM practices originating in the US in countries outside of the US
(Brewster, 1993, 2004). There have been two main research streams; an analysis of
regional models looking for convergence or divergence within regions such as Europe
and Asia (for example Mayrhofer et al., 2004; Brewster, 2004; Morley, 2004; Claus,
2003; Rowley et a., 2004; Bamber and Leggett, 2001) or the role and practices of HRM
vary between specific countries regardless of region (Bowen et al., 2002; Huo €t al.,
2002; Drost et al., 2002; Lowe et al., 2002). To understand the importance given to HR
functions in business organisations, it may be useful to look at the organisations charts
(Paauwe, 1996). As Bowen et al. (2002) noted, strategic HRM is more likely to occur in
countries such as the USA, Canada, and Australia where HRM has a more established
history and accepted systems and practices, and aso where legislation provides
guidelines for HR policy and practices.

Examining the current issues that have recently taken placein the HRM field, it would be
suitable to point out that the strategic nature and role of the HR function that have been
emphasized since the 1980s (Bayraktaroglu, 2002). The HR function's gaining of a
strategic role is said to show the increase of its importance (Bowen et al., 2002). Thereis
no doubt that there are differences between the strategic role of HRM in Turkey and in
other countries in terms of several organizational characteristics, such as organizational
size (Aycan, 2001; Tanova and Nadiri, 2005), market type (Beer et al., 1984), and the
current situation of the market in which the company operates (Uyargil and Ozcdlik,
2001).
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In recent years, there has been a growing body of literature on the transition from
personnel management to HRM and also on the emerging strategic role of HRM in
Turkish companies (Uyargil and Dundar, 2001; Aycan, 2001; Askun and Y ozgat, 2004).
For instance, according to a study conducted in Turkey by Arthur Andersen consulting in
2000, the name of the department which fulfills the HR function is“HRM department” in
65 percent of the participating companies (a total of 307 private sector companies). In
half of these companies, there are written HR strategies which are in line with the
company’s overall business strategies (Aycan, 2001). However, some theoretical studies
based on observations indicate that evidence of strategic HRM is weak in Turkish
companies (Buyukkuslu, 1998). As a result, in spite of the recent literature on the
changing role of HRM in Turkish companies, it can be said that empirical studies on the
strategic role of HRM are limited (Bayraktaroglu and Ozdemir, 2007).

Human resource management affects the process of determining organisational strategy
and goals. For this reason HRM' s responsibilities its role has an increasing importance in
creating human focused management approach and supporting organisational
development (Bayraktaroglu, 2002). There are many empirical studies about human
resources practices in recent years. These studies generally investigate one aspect or only
limited aspects of HR functions but there are not many studies about HR functions and
the activities of the organisations in the scope of HRM with a macro approach. The basic
aim of this study is to gain information about human resource practice and to evaluate
these practices and to expose the changes in the human resource area.

In Turkey there are not sufficient research on the evolution of HRM and the efficiency of
HR practices. Because it is redly difficult to gain information and data from
organisations. Thus many studies about HRM are HR function focused and do not give a
macro view of HR systems. All these studies show that HR departments must adopt
scientific and moderate HR approach in accordance with top management so HR will
gain a strategic role (Ergin, 2002). It is also a necessity for Turkish organisations to join
European Union (Ozcelik and Aydinli, 2006). The Turkish HRM literature has a paralel
rhetoric especially to USA and Europe but the reality HR practices are not at the level
that istold in the literature. So the circumstances of the HR practices must be investigated
more (Ercek, 2006).

There are still some discussions about Turkish HR practices’ accordance with American
and European HR practices. The researches about this accordance indicate that Turkish
HR practices are different and they must be evaluated in Turkey’s circumstances. Also
one of these studies indicate that HR practices are similar with Europe in some aspects
(Cakir, 2001). Turkish HR practices show convergence with German and Spanish
organisations about HR's strategic role (Ozcelik and Aydinli, 2006) and also differences
between Turkish and American organisations. But HR is gaining more strategic role in
time (Ozcelik, 2007). In another research it is indicated that in Turkey HR practices are
mainly carried by HR departments with the responsibility of HR managers (Sozer, 2004).

Human resource practices are affected by many internal and external factors (Kaynak et
al., 2000; Bingol, 2006; Sabuncuoglu, 2000). Organisational features, interpersonal
relations, job’'s features and personal characteristics are the internal factors and external
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labour, external resources, rivals and regulators are the external factors. The factors and
the aims that affect HR structuring and HR practices change in time and according to
national and organisational circumstances (Andersen, 2000; Ercek, 2006; Uyargil e al.,
2006).

In Turkey organisational structure (Ercek, 2006) and the number of employees (Cakmak
et al., 2007) in other words organisational size affect the HR practices and causes
differentiation. Organisational size is also one of the factors that determine the efficiency
of HR practices (Ozcelik and Aydinli, 2006).

The companies are also forced to integrate with international legislation and standards
and hence reform their legislative frameworks. For example, the Labour Act Number
4857, which has been in effect in Turkey since 2003, is the result of the harmonization
attempts of national labour law and international labour standards such as the
International Labour Organization's (ILO) Termination of Employment Convention No.
158. This is due to the membership negotiations for Turkey to be a full member of the
European Union (EU) (Celik, 2003).

2. The Objective of The Research

In a process of becoming a full-member state within the European Union, Turkey has
been speeding up the harmonisation efforts in all areas including HRM initiatives through
re-organisation of the HRM system. This study aims at examining the HRM practices of
Turkish companies who have HR departments and will be based on questionnaires
conducted within large companies operation in Marmara Region of Turkey. In scope of
this general objective evaluating the changes in Turkish HR practices comparatively with
earlier researches and determining the relationship between the organisational size and
realizing the activities within the current HR structure are the basic objectives of this
study. Thus, it will be tried to contribute to the function-based HR researches in Turkey
with a macro aspect.

3. Research M ethodology

The questionnaire study has been conducted within companies having HR departments.
The data gained from the questionnaires are analyzed statistically using SPSS 15.00.
...usable questionnaires were

Findings

In this section the findings of our research will be indicated. Initially the frequencies
about our sample' s features will be given bel ow;
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Sector N %
Textile 12 | 10,0
Construction 13 | 10,8
Iron and steal 8 6,7
Automotive 17 | 14,2
Food 11 | 9,2
Information technol ogies 1 0,8
Other 58 | 48,3
TOPLAM 120 | 100

According to literature organisational size is an important factor that affect the HR
structure so frequencies about thisis like below;

Personneél number N %

1-49 50 | 41,7
50-99 14 | 11,7
100-250 12 | 10,0
More than 250 44 | 36,7
Total 120 | 100

The most important internal factors that affect the structure of HR function are indicated
like top managers' management style (N= 28, 23.3%), total quality management (N=24,
20%) and features of the employees (N=18, 15%). Then IT usage of the organisation
seems to be the least important internal factor (N=2, 1,7%).

The most important external factors that affect the structure of HR function are indicated
like labour structure (N= 33, 27,5%), globalisation (N=19, 15,8%) and specialisation,
philosophy of the holding as other factors (N=37, 30.8%). Then technology seems to be
the least important external factor (N=1, 0,8%).

As it is indicated in the previous researches the name of the department related with
human resources

is called human resources. The distribution of frequencies on the name of the department
is below;

Department name N %
Personne 31 25,8
Administrative and financial 14 11,7
works

Accounting and financing 9 7,5
Human resources 56 46,7
Other 10 8,3
Totd 120 | 100
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Human resources manager/director are at the position fort he responsibility of HR
function with 22,5%. And the 90,8% of the people who is responsible of HR department
are graduated from university and 46.7 % of them from business administration.

Thefindings about HR functions can be indicated as below;

Constituting job standards (N= 45; 37,5 %) and job requirements (N= 44; 36,7 %),
HR/personnel selection (N= 44; 37,5 %) are the most important aims of the job analysis.

HR planning time is especially between 6 months and 1 year (N=52; 43,3 %).

Using application form for HR selection is the most common used method (N=97;
80,8%).

The most common used employee/ HR supply methods are external employee/HR supply
application (N= 57; 47,5%) and overtime working (N= 57; 47,5%). Previous applications
(N=62; 51,7) and personal advices (N= 56; 46,7) are especially used as the type of
external personnel supply resources.

Organisations use conferences (N= 61; 50,8 %) and probation (N= 51; 42,5%) as training
methods most commonly. The training result are evaluated by measuring pervious and
latter performances (N= 62; 51,7%) and usage level of what is learned (N=60; 50,0%).

Job evaluation is used for internal movements like promotion and transfer (N=53;
44,2%), equal wage principle (N=47; 39,2%) and also employee selection according to
job (N=46; 38,3).

The most important factor that affect the wage level is performance appraisal (N= 83;
69,2 %) and also market wages level is the effective factor (N= 48; 40,0%).

Incentive wage system based on personal performance is the most common used wage
system (N= 66; 55,0%). Main wage plus premiunvbonus is also being used frequently
(N=44; 36,7%). The wage increase is mostly affected by inflation rate adding
performance results (N= 80; 66,7%). The other important factor that affect the wage
increaseis average market raise (N= 32; 26,7%).

Salaried day off expect legal requirements for desth, accident, marriage, etc. (N= 60;
50,0%), bonus (N= 53; 44,2) and cafeteria services (tea, etc.) (N=52; 43,3) are the most
common used social aids and services.

Disciplinary (N= 81; 67,5) and performance lowness (N= 71; 59,2%) are the most

common layoff reasons. The other important reason is not being capable of the job (N=
42; 35,0%).
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In organisations most commonly managers make decision and employees perform (N=
75, 62,5%).

Strategic management and by this way strategic approach to HRM have an increasing
importance. The findings about if the organisations have strategic approach is like bel ow;

Yes Yes No Unknown

written Not written

N [% N % N [% |[N[%
Vision manifesto 74 | 61,7 |15 125 |3 2,5 1108
Mission manifesto 70 | 583 |17 142 |4 3,3 3125
Values manifesto 50 | 41,7 |30 250 |6 50 1108
Business strategy 49 | 40,8 |29 242 |7 5,8 1108
Business policy 58 |483 |27 225 |5 4,2 1108
HR/Personne vision 43 | 358 |37 30,8 | 6 50 3125
HR/Personnel mission | 41 | 34,2 | 38 31,7 |6 5,0 3125
HR/Personnd strategy | 40 | 33,3 | 38 31,7 |7 5,8 3125
HR/Personnd policy 44 | 36,7 | 37 30,8 |6 5,0 3125

According to the table above it can be said that strategic management and strategic
approach to HRM is really important for most of the organisations.

5. Conclusion

In today’s global and competitive business environment, HR of companies can be seen as
a key for sustainable competitive advantage. In this respect, HR practices of companies
are becoming useful tools for becoming more effective and productive and thus
companies are forced to align themselves with these objectives.

The structure and functions of HR departments have been differentiating according to the
sector type and the size of the companies. The style of the top management, TQM and the
features of the employees are the primary internal environmental factors. Within the
external factors, the structure of the labour, privatisation and especially globalisation
should be mentioned. One interesting finding of the study is the importance of the IT on
the development of HR is unexpectedly low.

Traditional role of HRM are still have a primary role in HR functions. For example, in
recruitment and selection function, referenced and applications by forms are still seen as
important. The role of performance appraisal is seen important in wages and also
traditional training methods are seen still important by the participated companies.
Moreover, performance appraisal function, regardiess of the size of the company, seems
to be in rdation with other HR function quite closdly.
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AS a result, HR departments are becoming more strategic and seemed to be more
proactive in the management of organisations.
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