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THE STRATEGIC ROLE OF AN EFFECTIVE HUMAN
RESOURCE MANAGEMENT IN ORGANIZATIONAL

INNOVATION, CREATIVITY AND CHANGE
MANAGEMENT

Alim AYDIN
HaTun DEMIRKAYA

Kocaeli University

ABSTRACT

blcreosittg compelition in econonic, technological and social spheres of lde and rapid changes cotlstihtte the
most i|lporranr aspeds that luve marked ow era. lrithir thk dynamic ptocess, in a range ft.on lettr oJ being
selected o t ro rising to i dustty leadership, organizations con only survive ond get su"i"itf,t itl,q, "u, 

b"
"diffet enr" thun othe^ (i.e. Lonperitors). The precondition/or creating such a ffirence liis uitloubte,llv i,
t.he elleclive nat,ge ienr of organizational innovdrion, creqtiviry and chaige processes. ln our tlal,,
hotever, one nf the ntost pressitg problems for organizalions is the scarcity ofiesiurces. To oy,erc.ome tlis
difiiculty, organizations, in adclirion ro other physical resources, need to acquie the qualifed workforce size
and conposition, *'hich in nrn becomes more costly u,ith each passing dqy. 

.Ihrough 
efibctive ninagenent

oJ'this workJorce, organizations will be able lo achieve organizational innoyation, creativiq, qnd a.l1a1tgg, .r,r.1
obtain.onpetitile od,,antage. Hence, organizalions will be able ro gel qhead in their industry as pix,etlii
and conpetit ive h' d is I i nc I e n t i t ies.

The present sttuly inrestigotes the pea iar ways in which orgqnizations, in the aim oJ ochievi g
organizdriondl itnovltion, credriviry and change, try lo make $trqlegic use of their hu.in ,"rorri
nla ageDte t lotctions while pursuing their principal objective of obraining a brand netl/ and dtllerent
conpelitiye adtantage.

Key llords: Organimtbnal Innovation, Change Mqna?emenl Creativily, Slrategic Human Resoto.ce,

INTRODUCTION

In our rvorld, moving l-rom industrial era to information era -especially- the radical changes occuring in
technological stnrcrure are changing the variety and quality of individuals' needs while lcading the
companies into an intense competitive atmosphere. As a result of an understanding based upon a
globalization philosophy with a greater and one certain market, large scale companies destroying the concept
of "national market" as of protective govemment understanding's being shaken aimed it satisfying rhe
universal nceds of a consumer which can be conceptualized as a "world human" (Aydrn, 2o0l : I ). In fac-t, wc
know that busifless lil'e, moreover the whole world and even the universe we are living in, are changing
rapidly. Even the word "change" is itself changing. The administration systems that cann;t be isolated liorn
their surroundings, according to modem management thoughts, have to both estimate the directions aDd
dimensions ofchanges-even imptovements- that may occur, and obtain the necessary superiorities in a strong
competitivc environtnent in order to adapt to environmental changeable factors which corne accross upsidi
downs continuously and at least to survive. Organizational structure makes it necessary to adapt procisscs
and variables ltl lhc direction and dimensions of environmental change for the fulfilinrent oi tlie ain of
gaining compctitivc supcriority by adapting the environmental change. Skategic Management occurring as a
peculiar process fbr lhis goal becomes a concept which attracts managerial atlention to environilenlal
changes through a poinr ofview from outside to inside; instead ofbeing fiom inside to outside.
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Besides, traditional human resource management forms related to nrcrc intcmal structure oflhe organization,
Iike gcneral business administrations, might be successful because of thc static environmenlal ionditions.
however, by abandoning the traditional personnel managemcnt types which have difficulty in adapting thc
conelation and dynamism ofenvironment (economic, social, political. cultural, tcchnological. ctc.) changing
cspecially in the latest years; it reveals that it is only possible for human rcsourcc nlanagemenl of the
organization to gain a strategic dignity for realizing the heaps of airns likc successful and permancnt
srrrviving, utilizing environmental changes and opportunities, bcing lcss affected from thc ncgative sidcs of
changes and conditions, fuUilling a rational adaptation to environment. This is becausc cnvironmcnt is
changing rapidly, and organization has a struggle for adapting lo lhis changc, this can rum into an
organizational success only if it is applied as a whole with the stratcgies tou,ards cmployccs coDstituting
dynamics ofthis struggle which are organized parallel to change, dircctcd and madc ro bc ready by obtaining
lhcir contribution (Aydrn, 2000: l).

Othcnvise. an organizational failure is an unayoidable result. As a matcr of facr. 1\ro lhirds of thc companics
stated in the first Fortune 500 list published in 1954 survive no longcr or don t havc thc samc po\vcr. The
common reason is inability of adapting to change. It is really hard to adapt to changc. Thus, once rve think
that we can become in accordance with the change, we come accross othcr changes and cspccially when thc
matter is technology and competition it is getting harder to pursuc changc. What is the placc of human
rcsourccs in such a dignified and consistent change process? Fonunc magazinc is listing "Thc Most
Appreciated Companies". The criteria that it takes inlo consideration in thcsc cvaluations arc: quality of
management, quality of product, innovativeness, investmcnt valuc, financial porver, ability. social
rcsponsibility, usage of assets (Cavlaz, 2000: 26-27). The innoyative companics devcloping lheir crcativily
can reach the ability to adapt to changing conditions by benefiting from activc usagc of thcir asscts cspccially
in hunran assets. In this sense, human resources are accepted as a strategical sourcc crcating valuc for
providing competitive superiority and defined as a human capital. This rvorth of human rcsourcc is thc rcsult
of its knowledge and ability to use knowledge and to leam, its flexibility. crcativity. etc. Thus, the success of
organization increases in accordance with the usage of this precious sourcc in an cffective and cfficicnt rvay
(0zgeldi, 2002: l7).

l.The Relationships Among Innovativeness, Creativity and Change at Conceptual
Level
In gereral, change expresses bringing somcthing from one level to another lcvcl. Thc changc in organizations
includes the meaning of coming to 8 different'situation from existing situation about thc lopics rclalcd to
organizational activities. Continuous and dynamic change means becoming diffcrcnt continuously about all
lhe topics related to people and organizatidns, rnaking the new place and conditions different from the old
ones. Change has characteristica which can be dealt with at both individual and organizalional levcl (Kogel.
1999: 510).

The most imponant individual features are individuals' developing ncw sorking slratcgies continuously,
adapting themselves to behave differently in intellectual sense and rcsistancc poinl displayed touards change.

The first one of them is related to creativity 8nd innovation. Modem organizations should Tvork in such a

formation where people can display their creativity at most. Personal crcativity is the basic factor for the
change in organizations. Therefore, all organizations are taking prccautions about making their employecs
crcativc and developing different suggestions about this topic.

The second important charac(eristic of change at individual levcl is its affccting thc rclationships betwcen
cmployee and organization. It is claimed that these relationships havc thrce diferent aspects as formal,
psychological and social.

. Formal aspect expresses the relaiionship between the cmploycc and organization rclatcd to his/hcr
work.

. Psychological asp€ct expresses the relationships that the person feels. and make him depcndcnl and

loyal to the orgsnization.
. Social aspect expresses the rclationships bctween organizational cullurc as a \\'holc and thc pcrson s

individual culrurc and value forms.

Change concems the r€lationship between orgsnizalion and person closcly in terms ofthese thrce aspccts and
provide an organizational quality for change.
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Crcativity rvhich bccomcs an unavoidable part of organizational life helps the organization while developing
nerv and cffcctive \\'ays and stratcgies for realizing works and makes it sulficient. Creativity expresses a

supcrior ability raising an organization's ability to revolutionize and change itself continuously by leading
more productivc and ellective rvork strategies. Such an ability becomes a very important lactor in orodcm
business rvorld rvhere ne| techniques, products and production styles are getting old-fashioned rapidly.
Crcalivity can develop and become prevalent at most in a dynamic and free atmosphere. lt bccomes a certain
requisitc for organization managenents to have tlue knowledge about how to fulfill the proccss of creativity,
how to sclccl creatilc enrployee and how to form a place where creativity is backed up in ordcr to encouragc
and nranagc creativity. Sonle firanagement scholars claim that we should distinguish creativity frorn
innovation. Thcsc scholars slatc crealivity as production of a new thought or idea and innovation as

translonnation of this produced thought into a new way of product, service or production. Crealivity nreaDs

crcating a ncw thiog rvhile innovation means putting this new created thing into praclice. The diff'erentiation
nlade betrveen creativily and innovation may have an important function in organizational life, as there is a
diffcrence bcnvcen the skills needed for producing new ideas and the skills needed for applying thesc idcas
rvitlr the conrmcrcial aims. An organization needs both creatiye and innovative employees to benefit lionl thc
idcas of its rrrcnrbers completely. In addition, innovative ideas can be profitable for organizational activity
only if thcy can be put into practice in an innovative way. Therefore, it is ovcrt that thc crcalivity proccss in
organizations should includc both creating and innovating. The ones working in connection to individual
crcativity havc irnportant ability differences. The individuals having high creative power and skill, have morc
original thoughts and ideas than the individuals which arejust the opposite and think more lreely and behave
rnorc flexibly. Furthennore, such individuals think the authority as a matter of argument, and disobey the
rules and rcgulations that they find non-sense. Like the way reflecting the characteristics of crcatirc
individuals, the organizations having organizational creativity and innovation display similar outstanding
differences in terns of transforming its members' skills into new product, process and service. This creali!c
process in thc organizations includes three basic steps which are production of new and creativc idca,
problem solving and application. As we indicated before, creativity can be nourished in a lolqrable
organizational clinrale. However, such a climate shows a quality of working conditions $'hich a l'cw
adminislralors can accept or tolerate. This is because a continuous process ofchange, which is an inseparablc
part, cvcn the basc of inr)ovation, disturbs a great number of company rnanagers. Furthennore, it is necessary

to provide a high levcl combination among all pans constituting the organization ($imtek vd, 2001:258-262).

As it is also clearly indicated in the figure below; it is considered that the possible organizational slruclurcs
lacing future should be realised by designing new managerial systems improving by means of renovaling
cootinuously, conlinuous and rapid change and creative point ofview in management (Mar$ap, 2000: 106).

Contrnuously Self-Innovating
Organization and Multi-
Dimensionality

Change, llrst ar strarcgic lcvcl and then at management and application level, makes it requisite to dcsign
rvork processes by reconsidcring and fulfilling outstanding improvements in our timc's most inrpoflant
pcrlbrnuncc crilcria Iikc cosl, quality, service and speed.

Innovative
Entrepreneur

-shiP
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2. Human Resources Aspect of Organizational Change
Succesful organizations believe that change is an opportunity for them. Really, there is a superiority for the
ones who know gaining and pursuing advantages. That's why, a lot of organizations are aware of their
neccesity for starting change with a proactive approach. The ones who cannot reach the desired goals are thc
ones who cannot display a proactive approach. These unsuccessful organizations eithcr have ignored human
dimension of change or couldn't deal with other related factors effectively. Analysis of change in terms of
human resources has an exhaordinary importance as organizations can only change through workers. As a
matter of fact, with change you can change the strucfure, culture or members of an organization, and this
shows us that three possible kinds of change focus on human resource of the organization. Moreover, the
criteria based upon the qualiry and adaptation of organization workers while both determining organizational
change strategies (reconstructed, step by step, emergency and complexity strategies) models *ith .hung.
methods (traditional, planned, etc.) and choosing various techniques (benchmarking, leaming organization,
no hierarchy, sensitivity haining, etc.) applicable for change management. The organization management
realized change in terms of process should also need to evaluate the organization rvorkpower effeitively
while practicing the strategies and the methods that it can apply for removing the remaining problems
(Yenigeri, 2002: 166-265).

A change, indeed, is triggering other changes, affecting the roles, responsibilities, status ancl relationship of
the organization workers, and can lead to some resistances as a result and even create serious effects orr
organization and its balance.

3. Effect of Human Resources Strategy Model and Its Components in Environmental
Adaptation

At this point the strategical importance of HRM has emerged once more. Continuous changes and
innovations occuring in environmental conditions led organizations to think nrore creatively and old
management, policies, principles, strategies and applications are replaccd rvith the new ones.

For instance, reconstruction, total quality, continuous improvement. perfonrance increasc. cost decreasc.
customer satisfaction increase, etc. strategies and methods are the strugglcs that the organizations have
realized in order to adapt to change and create a competitive superiority. Flowevcr, these struggles cause
some new problems and work for focusing on problems and producing solutions, rvhich hai made it
necessary to provide more powerful strategies related to human rcsources having at least the same
importance as the other resources. This is because human resource managenlent is an organizing process
considering human resources in an integrity of organization and using human resource managenlent in this
scope. It becomes an approach which provides the harmony and unity of hurnan resources rvith thc strategic
management process or forming human resources with the strategic plan of organization. The success of the
organization can increase in accordance with mutual supporting, completing, consistent and harmonious
characteristics ofhuman resource strategies and application, ana tfie strategic pians ofthe company. Strategic
human 

.resource managem€nt- includes planning and management oi hurnan resource straiegies and
applications consistent with the strategies and values of the organization (in a harmonious, rcciprocal
supporting, completing way) (Ozgeld i, 2002: 25).

The importance of such consistency can be seen more clearly when the main componcnts of human resource
strategy model are analyzed very carefully (Galphin & Murray, 1997: l6).
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Clarify the Business
Strategy
-New markets
-Operating changcs
-New products
-Enhanced technology
-lmprovcd customcr
service
Nlanagcnrent llas Dircct
Control

Create Needed Competencies
And Behaviors

- Individual
- Organizational
People are the link between business
strategy and realization of results
Management Has No Direct Control,
Only Influence

As cmphasized in the ligure, the fundamental variables of human resource strategy model provide stratcgic

support and nreet organizational needs more effectively in the main struggles against social, oryanizational,

tunirional balanccs and personal aims, by considering environmental dynamics (werther & Davis, 1993:

553). ln this rcspcct, it is possible to state that strategic human resource management adalts the elements of
stratcgic rnanagcmcnt onto human resource management. These elements are as follows (6zgeldi, 2002: 25):

Realing the HR Functlon and
Key People Management Practise
- HR Services
-llR systems
-HR function structure
-People management practise*

-Performance management
-Rcwards and recognition
-Communication
-Training and career development
-Rules and policies
-StalIng, selection, arld succession
-Leadership development

*These are systematic in that they interact with each other to influence
individual and organizational behavior
Management Has Direct Control

Realizstion of Business
Strategies snd Results
-Growth
Profitability
-Market Share

Managemert Has No Direct Control,
Orly Influence
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Jdentification of extemal environment and its effect: Identify extcrnal eDvironment, competition, change.
cxtemal human resources dyDamics and their effects (opportunities and thrcals).
-Focusing on long term.
lntegration with management strategy: Management skatcgy affccts thc proccss of strategic human
resources and is affected by this process.
-Considering organizational environment: Considering the structure, culture and all workers.
-Results: The results ofshategic human resources management affcct managcmcnt pcrformance.

As a result, human resources management is an important stlategic managcmcnt function that sould bc taken
into consideration (Kagnlcloglu, 2001 : l5), and constitutes a crucial part of gcncral plans and strategies of
administration (Unal, 2002; 20'1.

4. Effects of Human Resource Management on Organizational Effectiveness and
Efficiency upon the Success of Change

Strategic Management as a whole is the management of change. Therefore, it includcs. in addition to values

of the cornpany, culture and system of the company, changes in administrativc processes likc leadership,
planning, control and human resource management (Steiner, 1986: l8). The latest years it is obscncd that

superior administrators begin to think more strategically and have a unified bclicf that the pcrspcctivcs and

applications related to human have a crucial importance for the succcss of company. As a matter of fact, thc

intemational feature of competition, increase in spced of lechnological dcvelopmcnt make il rcquisitc to
develop more perfect strategies related to human in ordcr to manage companies in a nrorc complcx
environment (Butler, l99t:2-3). As a result of the research conductcd, the changcs aflccting rvork of
companies in such a hard environment are (Drelher, l99l: 26):

- Increase in tendency towards globalization
- High prices ofraw iraterial
- Short€ning ofproduct life cycles
- Difficulties experienced while hiding the research-devclopmcnt activitics nnd thc expenscs rclatcd to

ihis topic
- Cooperations in new, different quality and aim within the sector and in international area

Thus, that human resource management increases its strategical quality lcads its bccoming more

dctcrminative and effective in the processes and activities that it has undertakcn. We can list the changes

occuning in the development oforganizational working up process (Leap, 1990: 668-699):

-Top management of most of the companies consider human resource managemcnl as a vital qualificd
organizational function, And the human resource managers have become more influential on gcncral

dccisions ofcompany afld more aware ofeffects oflabor power programmcs on organizational goals

-Human rcsource policies are formed in a centralizcd manner, but arc applicd in a dccenlralizcd nranncr.

Whilc the legal and economic complexity of many labor porvcr policics makc it necessary for thcm to be

constructcd centrally by personnel experts at management level, improvcmcnts happening in the managcmcnt

info.mation systems provide *re opportunity ofapplication ofsuch policics in a dcccntralized rvay.

-Thc usage of automation and human resources information systens is Setting incrcased day by day. Thc

computcr programmcs related to the topic are raising the effectiveDcss of lhc dcpartment.

-[luman resources departments are becoming more responsiblc of thc activilics rclatcd lo the fulfillmcnt of
mission, aim and goals of ttre organization. Nowadays, there is a gcncral lcndcncy towards carrying otrt

human rcsources strategies in accordance with organizational stralcgics.

- The managers and experts of human resources management should guess- knorv thc employccs'

bchaviours and manners that they will conduct in future and their creativity potcntials beforehand. Therefore,

these managers have the responsibility of helping the maintainance of gcncral rvorking system of tlrc
organization by removing the problems related to present employces'behaviours systematically bcforc thcir

leading to crucial problems.

ln the conditions oftoday where the human resources having thc knorvledgc and skills and u'orking with the

scnsc of loyalty to company are accepted as the most important factor in thc succcss of management (Filiziiz,
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2003: 176). supporting and directing employees' aroativity is very important because of two reasons. First,
the rise in the productivity of employees means decrease of costs in organizational level and occurrencc of
new suggestions for products. Second, providing the opportunity for employees to conduct their physical and
intellectual abilities helps them to work better with satisfaction

Human resource management having a crucial role in the process of fulfillment of change will cont bulc
administratively to organizational effectiveness and elficiency with its four basic characteristics. Thesc
features can be listed as (Manhell, 1995 225):

- Long tenn planning: Making plans with strategic contenls about the usage of human resourccs
constitutes thc first step for human resources function to gain a shategic quality.

- Ncw rclationships bctween human resources management and strategic planning: This characterjstic
expresses that human resource management activities affect both the identificalion and application
of management strategies.

- Interaction bctween human resources and organizational performaoce: The vital role of human
resource management for reaching the strategic goals of company results in its positive effect on
organizational success.

- Developnrents of rcciprocal relationships between human resoulce management and managerial
hierarchy: Acceptance of stntegic importance of human resource managi,nent in cornpany rvill
cause intensification of its relationships with managerial hierarchy and this leads into increase in
organizational effi ciency.

CONCLUSION

It is thought that success oforganizations is bounded to raising their performance, their obtaining competirivc
superiority and pursuing this superiority. Nowadays, it has becoms harder for organizations ti obtain long
lerm competitive superiority with speed, quality and cost advattages. In order to obtain and nraintain rhe
superiority in competition, it is necessary to create continuous difference as well as produce nerv values or
usc the present resources and technology with new values in an outstanding way. In this sense, it becomes
unavoidable for organizations to be in such an unde$tanding, structure a.,d capacity that rhey should be
customer-centcred, intbrrnation-based, learning and changing continuously, flexible, beyond the change and
creating new nrarkcts. However, the one that will start and maiDtain organizationai change, appiy the
outsranding strategies and produce new and different values is the human mind, humun r"rou..ir. rir"."rore,
it becomes compulsory to develop and back up human resources. According to the modem human resources
understanding, human resources department being a strategic resource creating new values is a source fbr
obtaining competitive superiority and expressed as human investment. It has I strategic importance fbr lhc
success of organizarion. creating values by human resources or human capital 

"un 
b" po.iibl" when ir is

adapted or integrated inro strategic management process. That's why, the present human resources and the
ones that will be required in future should be chosen and employed according to general strategies and goals
ol the organization. It is necessary to provide their commitment to the organizaiion and work-, and pripare
conditions that will irnprove and motivate their knowledge, skills and creatiyities, establish irs relatiouihip
with management, pro'ide an effective communication and information circulation (dzgeldi, 2002: 3 l).

lluman resource managemenl of the organization, equipped with strategic qualities, should search for the
creative ways of finding self-confident, fully developed workforce, be the active consultant of the
management for creating the necessary environment to keep employees present, activize the nccessary
mcthods to provide continuiry and follow-up in the development of workers, and can apply an<! make apply
change managemcnt succesfully (Cavlaz, 2002: 27).

In the change processcs to be realized, the human resource ruulagement of the organization should consider
not only the economic cosl and benefit of change from a shategic standpoint. It should ralher take rhc
psychological costs and bcnefits into account, including the influence ofchange on organization's sysrcm and
balance of social relationships as a whole, and other behavioral consequences. In this way, organizations,
trying to obtain competitive superiority through adapting to environmental variables, should only inrplement
innovations and change (hcy believe are necessary. within this process, organizations, while takingcare of
human resources, should also try to solve possible problems with the participation of employees, at ihe same
linre as sharing with them the benefits of change. In other words, organizations should not try to inrpose
change and innovalion in a size and dimension that is not compelled by environmental conditions.

463



Er

REFERENCES

AYDIN Alim, 'Toplam Kalite Y0netiminin Veri Tabanr: insan Kaynaklarr Yrinetimi! Oneri. 2001 Marmara
Universitesi Sosyal Bilimler Enstitiisii Yayrnr

AYDIN Alim, 'lnsan Kaynaklan Yiinetiminin Degigen Ytizii: Stratejik insan Kaynaklan Ycinetimi', Oneri,
2000 Marmara Universitesi Yayrnr Sosyal Bilimler Enstitiisti yayrnr

BUTLER John E. ve diferleri, Strategy and Human Resources Managemcnt, South-Western Publishing Co..
Cincinnoti, l99l

CAVLAZ Miijgan, "De[i;im insan Kaynaklarr Y6netimini de Etkiliyor" MediaCat. Mart,2000

DRETHER Hahn, "Strategic Management - Tasks and Challenges in The 1990's" Long Range Planning,
Y ol.24,No: l, February I 99 I

F\L\ZOZ Berrin, "lnsan. Kaynaklan Ydnetiminde Uluslararsr Yaklagrm Gerekliligi", Cumhuriyct
Universitesi, iktisadi ve idari Bilimler Dergisi, C.4, S. l, Sivas, 2003

GALPHIN J. Timothy&MURRAY Patrick, "Connect Human Resource Strategy to the Business Plan" HR
Magazine, March 1997

KAGNICIOGLU Deniz, "insan Kaynaklan ve Deligen Endiistri iligkiteri" Anadolu Universitesi Sosyal
Bilimler Dergisi, C.l, No:1, Anadolu Universitesi Basrmevi, Eskigehir, 2000-2001

KoqEL Tamer, Igletme Ydneticilipi,.Bera Basrm yayrm Dagrtrm A.$., 7. Baskr, istanbul, 1999

LEAP Terry L.- CRINO Michael D., Personnel / Human Resource Management, Macmillan publishing
Company, Smgapore, 1990

MAR$AP Akrn, Ydnetsel Sistem,6nc0 Basrmevi, Ankara, 2000

MARTELL Kathryn-CAROLL Stephen J., "How Strategrc is H.R.M.?" Human Resource Management, Vol
30, No:1, Summer 1995

OZCflOi Miirgide, "iltg, lfuynaklan Anlayrgr ve Stratejik insan Kaynaklarr y<inetimi" Maltepe
Universitesi, iiBF Dergisi, ZOO2, S:2

t-rNel Ayge, "lgletmelerde insan Kaynaklannrn Onemi, insan Kaynaklan iglevleri ve insan Kaynaklarr
Ydnetimi Sisteminde Ucretleme, Kamu-ig, C.7, S.l, Ankara, 2002

STEINER George A. ve di[erleri, Management Policy and Strategy, 3'd Ed., Macmrllan publishing
Company, New York, 1986

$iMSEK $eriflAKGEMCI Tahir/qELIK Adnan, Davranrg Bilimlerine Girig ve Orgtitlerde Davranrg, Nobel
Yayrn Dafirhm, 2. Basrm, Ankara, 2001

YENiqERi Ozcan, Orgutsel Deligmenin yOnetimi, Nobel yayrn Dagrtrm, Ankara, 2002

WERTHER William B.- DAVIS Keith, Human Resources and Personncl Managcment, 3"1 Ed., Mc Graw-
Hill Book Company, Singapore, 1993

464


