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Extant research primarily focuses on the driving factors of human resource (HR) professionals’ effectiveness in Telco firms of Pakistan. That is due to the need for HR professionals to be effective has risen in the 21st century for gaining sustainable competitive advantage. This research paper aims to examine the level of HR professionals’ effectiveness in Telco firms of Pakistan and explores the strategic functions and their elements, owing to which HR professionals can be effective in fulfilling their tasks and duties. Ten HR executives from five Telco firms were interviewed. The study finds nine key strategic functions along with their forty elements, which indicate the effectiveness of HR professionals. Successful implementation of these strategic functions and their elements offers Telco firms to sustain competitive advantage. Hence, it extends the resource-based view (RBV) theory by accumulating the additional determinants in the context of Pakistan. The research provides the insights for policy makers and practitioners, which explain the key strategic functions and substantial variables through which HR professionals can augment their effectiveness in sustaining competitive advantage.
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INTRODUCTION

At the moment, worldwide economies establish thoughtful challenges for human resources (HR) functions through forming a competitive environment in which firms must strive for sustainable competitive advantage. Likewise, in Pakistan, the developments in information and communication technology (ICT) have formed forceful competition due to customers and suppliers’ awareness (Imtiaz et al., 2015). In highly competitive telecom markets like Pakistan, suppliers are under persistent pressures to introduce fresh products and services, leaving them to be constantly creative and innovative to maintain their substance in the market (Hafeez et al., 2017). It demands a higher level of skillfull HR professionals in the organization to sustain long-term competitive advantage (Fareed et al., 2016c). To sustain competitive advantage and to perform critical roles more effectually, HR professionals must need to be effective. Ulrich et al. (2009) stated that, in the modern global economies, the business situations are turning more explosive, and competition is rising stronger each day. Thus, HR professionals are consistently expected to help organizations to compete in the marketplace, and, to do so, HR professionals are required to identify and acclimate to the current business fashions and challenges (Ulrich et al., 2008).

Ahmad et al. (2015) underlined that HR professionals are incapable to develop or execute good HR practices and strategies, which ultimately leads to employees’ dissatisfaction, and employees are unable to deliver what is expected from them. Likewise, the observation of weakness of the HR professionals’ attributes and competencies in Pakistan has also been observed and proposed as an impediment to organizational effectiveness (Sharif et al., 2011). As a result, the effectiveness of the HR professionals is under inspection in Pakistan (Sultan et al., 2012). Established on the prominence of the Telco industry, scholars underlined that the Telco industry has been the utmost hasty emergent industry in Pakistan (Fareed et al., 2020). It has experienced a lot of transformation in the last decade, comprising the evolution in technology, coverage of network, in addition to growing rivalry. These fluctuations eventually initiated the need of well-trained and effective HR professionals in the industry (Sultana et al., 2012). This is also due to Telco firms of Pakistan are not positioning HR at the center of their strategic missions and visions. In addition to that, they are not recognizing the significance of HR professionals as strategic partners of the organizations, while some of the prominent American firms have positioned issues related to HR at the center of their strategic mission and vision, and that is why they are able to sustain competitive advantage (Schuler, 1990; Ulrich and Lake, 1991). This indicates that the competencies and effectiveness of HR professionals need to be improved further, which will ultimately lead to the better organizational performance. Therefore, value-driven HR professionals in the 21st century should have the essential HR competencies to further enhance the level of their effectiveness (Ahmad et al., 2015), while previous researchers have studied the concept of HR professionals’ effectiveness (Wright et al., 2001a; Han et al., 2006; Ahmad et al., 2014, 2015) but through a quantitative research approach. The current study is first of its kind, which ratifies the factors and elements that contribute to the body of knowledge of HR professionals’ effectiveness using the subjective “qualitative” research approach.

In spite the fact that, Ahmad et al. (2014) also underlined that the research to determine the effectiveness of HR professionals being an area of academic research is quite at early stage in Pakistan. Thus, this study takes initiatives to examine the level of HR professionals’ effectiveness in the Telco firms of Pakistan by emphasizing the fact that the need for HR professionals to be effective has risen in the 21st century for gaining sustainable competitive advantage. Furthermore, scholars (Fareed et al., 2016a; Razzaq et al., 2017) proposed the need for upcoming researchers to examine HR practices using subjective viewpoints in the Telco firms of Pakistan. This is also supported by the Guest and Conway (2011), who signified the profound qualitative investigation for exploring HR effectiveness. Recent study by Kazmi et al. (2021) has explored the role of HR effectiveness as a mediator between transformational leadership and an organizational learning capability, suggesting researchers can also use qualitative and mixed approaches in the future. To address the aforementioned gaps in the literature, the current study pursues two main objectives. The first objective is to explore the level of HR professionals’ effectiveness in Telco firms of Pakistan. It further aims to find factors and elements that contribute to HR professionals’ effectiveness. Therefore, this study attempted to offer new avenues into the body of knowledge and practices of HR professionals’ effectiveness by measuring the level of effectiveness and, similarly, by exploring the factors and elements using the qualitative research approach, which impact this phenomenon in Telco firms of Pakistan.

The choice of the context of the study, the Telco industry of Pakistan, is significant since not much attention has been given on the issue of HR professionals’ effectiveness in this industry, considering the contribution of the industry in the country’s GDP (8.5%) (Ministry of Finance, Government of Pakistan, 2014–2013) and the significance of the industry as engine of the economy (PTA, 2013–2012). According to the Global Information Technology Report (2010-2011) given by World Economic Forum, Pakistan positions at number 1 on the internet and telephony competition as cited in Hafeez et al. (2017). The Telco industry is one of the promising industries of Pakistan as it has shown an unprecedented success in the past few years. The industry has similarly played an enormous role in economic development of the country in the last decade since massive investment has been approaching domestically and worldwide (Ministry of Finance, Government of Pakistan, 2014–2013). The industry has grown mainly due to trade and investment liberalization, favorable policies, and healthy competition. According to Business Monitor International (BMI), Pakistan has been ranked as the utmost favorable country for Telco development (Imtiaz et al., 2015). The Telco industry attracted more than USD 7.14 billion FDI in the last decade, whereas the Telco investments have been more than USD 15.14 billion, generating revenue of USD 29.62 billion along with the thousands of employment opportunities [PTA, 2013–2012, page 14, cited in Imtiaz et al. (2015)]. However, owing to the rapid advancement and intense competition in the industry, the need of competent and effective HR professionals is vital to the success of any organization in gaining and sustaining a competitive advantage (Kirwan and Birchall, 2006; Razzaq et al., 2017). Accepting the significance of this dynamic industry in Pakistan’s economy in addition to the question of the level of HR professionals’ effectiveness of Telco firms in Pakistan, this topic required to be empirically examined in the background of the proposition that HR effectiveness directly improves organizational performance (Schuler and Jackson, 2005; Ahmad et al., 2015). Hence, given the rapid growth of the Telco industry and the significance in the economic development of the country as well as due to the importance of Pakistan as an emerging market and the key geopolitical player in Central Asia (Hafeez et al., 2017), the current research opted to emphasize on this industry.



LITERATURE REVIEW

Research on SHRM issues has grown rapidly over the last decade. The rising significance of personnel in the success of organization links with the growth of SHRM as a field of research worldwide (Boxall and Purcell, 2011). The ancient development of the HRM notion and practice can be seen through numerous standpoints. For instance, the development of HRM “as a specialized and scientific discipline, as an assistance to management, as a conflict management of political and economic values between employers and employees, and a rising movement of employees’ involvement, which is influenced by the industrial developments” (Schuler, 1990; Kabene et al., 2006). However, the function of HRM in the organization has changed consistently with the shifts in the economies, for instance, from agricultural to industrial to services and, currently, to information technology direction and attention (Ahmad et al., 2015). At the beginning, the HRM was considered a staff function and entailed the application and implementation of rules and policies only. With the development of economic orientation, scholars and practitioners inside and outside the organizations have come to realize that the employees are strategic resources in terms of the value that they offer to the organizations with the unique feature of being repositories of knowledge, skills, and capabilities. Nevertheless, if pertinent HR policies and processes are established and employed effectively, HR can make an extensive impact on organizational performance (Armstrong, 2011).


Human Resources Professionals’ Effectiveness

Dessler (2010) stated that HR professionals typically perform their tasks and duties at the head office of an organization. However, while performing their tasks and duties, they can be either HR generalists or HR specialists. Both kinds of HR professionals need to perform an extensive amount of work experience in the discipline of HRM. As HR generalists, the HR professionals are expected to cope with all aspects and fundamentals of HR-related work, and they are obliged to have a wide range of competencies. Ulrich et al. (2008) proposed that an HR generalist is consigned to work with an organizational unit. The HR generalist is also responsible to engage and contribute to the strategic planning process and make sure those strategies would be implemented after using the HR professionals’ competencies, whereas Dessler (2010) addressed that HR specialists in bigger organizations usually oversee many different departments. Each department may be supervised by a manager who must be the HR specialist in the HRM function such as staffing, training and development, compensation, and performance appraisal. The organizations expect HR professionals would execute these functions efficiently and effectively.

Numerous researchers stated that HR professionals achieve their tasks in the organization and accomplish their responsibilities, which are associated with the organizational performance (Huselid, 1995; Wright et al., 2001b). Organizations, which are willing to enhance their HR professionals’ effectiveness, must emphasize on developing HR professionals’ competencies. Studies on HRM, in general, somehow ignored the impact of HR professionals’ competencies with the association between HR professionals’ effectiveness and performance (Ahmad et al., 2012). On the other hand, research has correspondingly absorbed several issues such as determining the managerial effectiveness, scrutinizing the progress of ensuring managerial effectiveness, and constructing models of managerial effectiveness (Sharif et al., 2011). Han et al. (2006) contended that HRM, by way of a management discipline, is in rather early stages in Asia paralleled to the western countries, and, as such, the HR professionals’ effectiveness has not been widely studied in Asia, including South Asia, in spite of the fact that ultimately developing nations are least focused on SHRM practices as compared to developed countries of the world (Razzaq et al., 2017). Subsequently, the current study put emphasis on the need to study HR practices in general and HR professionals’ effectiveness in focus on the Telco industry of Pakistan. It is suggested that if HR functions are successfully and effectively succeeded, it will reflect on the effectiveness of HR professionals, along with the organizations, and, subsequently, it can also be a source of competitive advantage since researchers stressed that HR effectiveness is strongly viewed as HRM contribution to an organizational performance (Ruel et al., 2007).



Background of Human Resources Management in the Telco Industry of Pakistan

During the last decade, the global Telco industry has been persistent to grow, largely as a result of technological advancements and increasing trends of customization of smartphone acceptance. Similarly, the Telco industry of Pakistan has been developed primarily because of trade and investment liberalization, favorable policies, and robust competition (Fareed et al., 2016b). Fast expansion and aggressive rivalry in the industry are having a reflective consequence on how organizations cope with their strategies to attract and, most importantly, satisfy and retain their valuable employees. In the epoch of fierce competition, organizations in all industries of the Pakistan, especially in the telecom industry, are striving hard to satisfy employees and customers by supplying value-added services to stay in the competition (Razzaq et al., 2017). Therefore, the Pakistan Telco industry demands for having right people at the right job to keep track on employees’ effectiveness through innovative and modern HR practices to add in the value of shareholders. Yet, previous scholars have highlighted various HR issues in the Telco industry of Pakistan, which are due to HR professionals are weak in performing their roles and responsibilities effectively and efficiently, for instance, organizational commitment (Razzaq et al., 2017), lack of skillfull HR, retention of employees, compensation, and dearth in strategic roles of HR (Balagam and Fariduddin, 2008). Malik et al. (2012) have studied issues related to recruitment in the Telco industry of Pakistan. They have identified that environment, reference, selection standard, discrimination, and culture are among those issues and problems that have affected the recruitment process in the industry.

Furthermore, researchers advocated that, due to the intense competition in the Telco industry, organizations are setting extra burden on employees in sequence to strive for competitiveness, challenging demands, thrilling workloads, and physical working environments that cause job stress and which lead to reduced job satisfaction and, ultimately, turnover (Mansoor et al., 2011). An important issue of turnover in the Telco industry had also been observed by previous academicians (Rana et al., 2009; Shoaib et al., 2009; Hussain and Asif, 2012). They proposed that organizations are required to emphasize on how to develop a better salary plan and fringe benefits in addition to minimizing anxiety in the workplace for the purpose of reducing the issue of turnover. Rana et al. (2009) also argued that if employees willingly leave the organization, it is an immense failure for the Telco industry as it is costly to hire, train, and bring new replacements. Organizations would be able to enjoy and sustain the success until they deal with the problem of turnover efficiently and successfully. Therefore, it is important to recognize the background of turnover intent of employees prior to their decision to quit. In a such setting, HR professionals can play an enormously important strategic role by dealing with HR issues in their firms to enhance organizational productivity. Balagam and Fariduddin (2008) reinforced the argument that the Telco industry of Pakistan has not yet positioned its focus on HR professionals, and it is not recognizing the significance of HR professionals as strategic partners of the organizations, while some of the leading American firms have positioned issues related to HR at the center of their strategic missions and visions (Schuler, 1990; Ulrich and Lake, 1991). However, it is important to deal with HR issues for any organization in order to accomplish its strategic objectives and achieve competitive advantage.



Theoretical Perspective

This study used resource-based view (RBV) of the firm as an underpinning theory by way of HR professionals as a source of sustainable competitive advantage for the firm. Conferring to RBV, organizations, which possess superior resources, might be able to perceive and execute distinctive strategies that competitors could not imitate easily (Barney, 1991). As rivals permit to replicate the superiority of physical and financial resources, experts and scholars have focused on the distinctiveness of HR as an aspect that can bring sustainable competitive advantage for a firm (Barney, 1991; Barney et al., 2001). In conformity with the RBV of the firm, it is required for organizations to classify, evaluate, and improve key HR professionals’ competencies permitted to achieve an adequate level of competitive advantage. According to RBV, it is HR professionals’ main responsibility to enable the organization’s corporate objectives through people since they are the ones who contribute to the organizational goal (Priem and Butler, 2001). It is essential for any resource to add value to the organization in accordance with RBV of the firm. However, that value must be rare, unique, and there should not be an adequate replacement for the resource (Barney, 1991). Firms invest in HR through training and development for the purpose of improving their potential to accomplish organizational tasks more effectively.

Inyang (2010) claimed that the essential notion of RBV of the firm is resource heterogeneity. This identifies that the resources that organizations have are unlikely to be identical, and they must encounter four requirements: They must be valued, exceptional, unique, and non-compatible. Moreover Snell et al. (1996) believed that HR comes across these four requirements, which, eventually, can create the robust source of competitive advantage for the firm. Ever since Barney (1991) drew the elementary theoretical model and measurement for the sources of sustainable competitive advantage, the RBV theory has become the most frequent philosophy in the discipline of SHRM, both in the expansion of the theory and the foundation for empirical research (McMahan et al., 1999). Consequently, this study intended to use RBV as a foundation to explore the level of HR professionals’ effectiveness in addition to pursue those factors and elements, which might lead to a sustainable competitive advantage of a firm in the shape of HR professionals’ effectiveness in the Telco firms of Pakistan.




RESEARCH METHODOLOGY

The current study endeavors to explore the level of HR professionals’ effectiveness in Telco firms of Pakistan. It further aims to find factors and elements that contribute to HR professionals’ effectiveness in the context. To achieve this objective, a qualitative field study by means of semi-structured interviews has been deployed in this research. This included in-depth, open-ended questions, which followed the guidelines of Jacob and Furgerson (2012). The interview protocol has been developed by the researchers through extensive literature review, for instance (Huselid et al., 1997; Wright et al., 1998, 2001b; Mitsuhashi et al., 2000; Richard and Johnson, 2001; Han et al., 2006; Choi et al., 2010; Guest and Conway, 2011; Kim and Ryu, 2011; Ahmad et al., 2013; Ryu and Kim, 2013; Ahmad et al., 2015). HR professionals have been asked to rate themselves as per their perceptions of the level of effectiveness in core strategic functions, which were identified by the previous literature. Interview protocol is not only a set of questions but also a procedural guide for directing a qualitative researcher through the interview process (Jacob and Furgerson, 2012). To develop an interview protocol, the current research followed the interview protocol refinement (IPR) framework provided by Castillo-Montoya (2016). This framework basically comprises of a four-phase process, which includes (1) confirming interview questions align with research objectives, (2) creating an inquiry-based conversation, (3) getting feedback on interview protocols, and (4) piloting the interview protocol. However, following this framework has strengthened the reliability and validity of the interview protocol (see Appendix A) for the present study.

The face validity of the interview protocol is verified by the selected group of practitioners and academicians in Malaysia and Pakistan for the reflection of expert interpretations. These experts were asked to give their opinions if the interview protocol was appropriate to achieve the research objectives of the study. The experts endorsed that the interview protocol predominantly is relevant and appropriate to achieve the focal research objective of the study. Nevertheless, it is used as a guideline rather than a rigid structure. Using earlier research to guide interview questions means researchers have done a thorough review of the literature, which explains what previous scholars say about the phenomenon of interest. Knowing the past research leads to developing interview questions that are grounded in the literature yet differ from what previously studied. It also helps to narrow our focus and questions in ways that will create meaningful data. HR professionals were encouraged to explain their beliefs about the levels of their effectiveness and about the key drivers, which direct their effectiveness.

In the initial stage of data collection, emails asking for permission to conduct an interview were sent to each human resources department of the Telco firms in Pakistan. In the email, the research objective and methodology of the current study were briefly described. Once, the human resources department of each Telco firm responded, and HR professionals indicated their willingness to participate in the study; they were further contacted to fix the time and place. Primarily, the researcher has established contacts with the initial tier of HR professionals from Telco firms. Based on the responding behavior and the pattern of the participants, the study has used a convenient sampling technique. This is due to HR professionals were too resilient and busy in performing day-to-day responsibilities, although the HR professionals who had shown willingness to take part and who were convenient to reach were approached to be a part of the study. It should be noted that all the HR professionals involved in the field study were HR executives or managers of Telco firms who have enormous exposure and experience in HR within and outside the country. These HR executives are the key HR professionals who are responsible for all kinds of HR activities, and, similarly, they are engaged in the process of strategic HR planning inside the organizations. Thus, they are presumed as appropriate HR professionals for the interviews to gain insight into their experiences and to recognize the progressions.

Kadir and Noor (2015) stated that qualitative field studies could help society in understanding the complexities that business organizations face today. Furthermore, semi-structured interviews are usually constructed on a flexible procedure that offers a loose arrangement of open-ended questions to examine experiences and viewpoints of the participants (Pope et al., 2002). Morse (2005) also distinguished that, in the qualitative field study, all interviews must be considered equivalent, and the information gathered should be compared and analyzed item by item. Accordingly, Boyce (2006) specified that interviews permit a more comfortable atmosphere than a questionnaire to collect data as individuals feel more relaxed while having tête-à-tête with the researcher of their experiences in the workplace. It is believed that the most relevant characteristic of an interview is that individuals answer the questions honestly and confidentially.

As mentioned earlier, the study had applied a convenient sampling technique to ensure the robust and prompt information from the participants. This technique was the best available sampling technique, considering the eventful schedule of the participants and also owing to the lack of formal information of HR executives/managers in the websites of Telco firms or Pakistan Telecommunication Authority (PTA). Population of the study was not vibrant, and it was extremely difficult to find the proper/exact number of HR professionals working in the Telco industry of Pakistan. Hence, the study has used convenient sampling due to the subjective nature of the research, lack of a scientific figure of population, and because this technique is extremely useful when the researcher has limited resources, time, and workforce (Etikan et al., 2016). The general aim of sampling in qualitative research is to acquire information that is useful for understanding the complexity, depth, variation, and/or context surrounding a phenomenon rather than to represent populations as in quantitative research (Gentles et al., 2015). Zikmund (2003), similarly suggested that a convenient sampling technique can obtain extensive information quickly and effectively. Additionally, scholars (Cohen et al., 2000, p. 56; Gentles et al., 2015) recommended that, in “phenomenology qualitative research” less than ten participants would be enough if researchers intend to follow informants intensely. Phenomenology has been defined as a qualitative approach in which researchers aim to develop new understandings of existed human experiences, relying on first-person interpretations generally attained via interviews (Creswell and Poth, 2017). Cohen et al. (2000) also argued researchers cannot suggest the necessity of sampling decisions before the actual field study within hermeneutic phenomenology, as they stated: “Exploring who shares a way of talking about a particular experience cannot be determined before the researcher enters the field” (p. 54). Hence, the researchers intended to interview ten informants since intention was to follow each informant intensely rather than spread our attention over a large group of the participants.

The frequently suggested criterion for defining sufficient sample size in qualitative research is the point of saturation (Lincoln and Guba, 1985; Glaser, 1992; Morse, 1995; Charmaz, 2003; Merriam, 2009) as cited in Gentles et al. (2015). Guest et al. (2006) likewise suggested that, in qualitative research, mostly, sample size relies on the idea of “saturation” or the point at which no new information or themes are observed in the data. Moreover, they endorsed that, for most research initiatives in which the purpose is to comprehend shared perceptions and experiences among a homogeneous group, six to twelve interviews should be sufficient. Hence, interviews were conducted with ten HR managers/executives of the five Telco firms at their respective offices. Each interview took about 40 to 60 min, and it was recorded by a Micro-audio recorder (MP3) with the consent of the participants. HR professionals were selected on the substance of their willingness to provide the information by virtue of knowledge and experience. These HR professionals were proficient and well-informed about phenomenon of interest.

The most challenging thing in qualitative research is the method of data analysis and its formulation (Folkestad, 2008), likewise in the current research. Numerous tools and techniques were available; nonetheless, selection of tool(s) or technique(s) must be based on the objectives of the study. Since each interview was recorded through a (MP3) recorder, the data were apprehended by interpreting the interview tapes (MP3) into the interview transcripts. As stated earlier, each interview acquired about forty to sixty, consequently, interpreting the interview tapes (MP3) into the interview transcriptions took more than 2 weeks and more than 50 pages. After interviews were transcribed, content analysis has been recognized as an appropriate technique for analyzing the interview transcripts. And identification of the key themes and dimensions has been assembled by the way of detaining and getting the relevant elements and concepts of each variable from each participant. Content analysis was carried out on two stages “first-order and second-order” (Gehman et al., 2017). The first stage acts upon single-interview transcripts for identification of the concepts and key terms (first-order codes), whereas the second (2nd) stage acts upon cross interview transcripts for the validation of the concepts (second-order themes), which, in-depth, analyzes the similarities and differences of the factors and elements. Once all the first-order codes and second-order themes and dimensions have been accumulated, then we have the foundation of building a data structure. This, perhaps, is the most essential step in the entire research approach because it shows the progression from raw data to first-order codes to second-order theoretical themes and dimensions, which is an important part of demonstrating rigor in qualitative research. First-order and second-order terminologies seem to become progressively predominant in recent years in the qualitative field research (Gehman et al., 2017). Content analysis was done manually, and inductive as well as deductive reasoning was applied to classify the factors and elements. Therefore, the mapping of findings was done through a combination of inductive and deductive approaches of content analysis.



FINDINGS AND DISCUSSION

Data were collected from HR executives of Telco firms (Mobilink, Telenor, Zong, Ufone and Warid) through semi-structured interviews. These Telco firms are the top firms in Pakistan as per their market shares and subscribers. They hold 99% of the market share in the Telco industry as per the PTA (2013–2012). The researchers interviewed two HR managers/executives, each from Telenor, Mobilink, and Zong, while three from Ufone and one from Warid. This is due to, during the field study, Mobilink was in the process of consolidating Warid, which was officially publicized far along in PTA Annual Report (2016). Nonetheless, it was challenging to approach another HR executive from Warid; for that reason, the HR executive from Ufone was approached and providentially obtainable for the field interview. The aim behind was to exactly point out the experiences related to the performance of HR managers itself. Supporting the argument, Ahmad et al. (2014) encouraged forthcoming scholars to study HR managers in measuring HR professionals’ effectiveness. Table 1 specifies that the total number of HR professionals who were the part of qualitative field research is ten participants. Among which seven participants are HR executives, and one each participant is an HR manager, a manager of organization development (OD) and an HR director. All HR professionals have sufficient experience in the field of HR, which facilitated researchers to get thoughtful information and to gain insight into their experiences in the workplace. The HR professionals also had earlier worked in the HR domain prior to they had been employed by the current organization. The HR professionals have been recognized by their organizations to key HR positions after certain years of working experience and training. All of the ten HR professionals have completed their Master of Business Administration specialized in the human resources area. The HR professionals’ experiences and their qualifications symbolize that they are appropriate for the field interviews; therefore, they were reliable for the qualitative field research.


TABLE 1. Demographic information of the participants.

[image: Table 1]
Table 2 presents the insights of the participants into their levels of effectiveness in nine key strategic functions, which they perceive are essentials to execute if they want to be effective. Nevertheless, it has been affirmed that the level of HR professionals’ effectiveness is above the standards as their responses reveal higher proportions in all nine key strategic functions. These key strategic functions are expressed in below Table 2, accompanied by the level of effectiveness.


TABLE 2. The level of human resources professionals’ effectiveness.

[image: Table 2]
The fable displays the level of HR professionals’ effectiveness and highlights the core strategic functions, which drive the effectiveness of HR professionals. Columns of the table illustrate the level of effectiveness in percentages, while rows represent the nine strategic functions, which HR professionals are obligatory to perform for the purpose of expanding their effectiveness. These strategic functions are recruitment of right candidates at the right time, responding to employees’ needs and demands, communicating timely information, developing HR policies and procedures, performing optimum HR practices, HR professionals’ roles, HR professionals’ responsibilities, providing career plans and providing support and services for the employees. Besides this, the level of effectiveness was established by the measurement of the average score (in percentage) given by each participant in every strategic function, whereas the average score was calculated as the total score divided by nine strategic functions (see Table 2). It is believed that there is no pragmatic approach or criterion available in previous research, which can lead us to understand the standards on the level of HR professionals’ effectiveness by following what we can postulate, that the level of effectiveness is higher or not. This is since previous researchers (Wright et al., 2001b; Han et al., 2006; Choi et al., 2010; Ahmad et al., 2014, 2015; Fareed et al., 2016b) who have studied the concept of HR professionals’ effectiveness in various contexts have not established any yardstick through which we can understand the level of effectiveness related to HR professionals. Consequently, this is originated by the current study from the responses of the participants itself, who verified the standards of being effective and not effective. Explicitly, their effectiveness levels would be higher if they are 80 per cent and above, whereas anything in between 60 per cent and 80 per cent would be an acceptable level, and less than 60 per cent reveals that HR professionals are ineffective in performing their strategic functions. This is supported from the responses of HR professionals:

“… I can say, due to those systems and portals, we turned out to be highly effective in recruiting potential candidates, and I would give it 80%.” (HR Executive A, Warid)

“…all the HR procedures are approved from the top management, and, sometimes, management is not even involved in it… thus, I think we still need to be effective in developing HR procedures; therefore, I would rate it 50%.”(HR Executive A, Warid)

“…being an HR professional, employees look forward to support from us, and we have been doing that quite effectively that is why I would say 85%.” (HR Executive B, Mobilink)

“…we have to perform our roles effectively, which are stated in the book. And as I mentioned earlier, performance management system (PMS) facilitates us to fulfill the expectation of our employees, so I will rate it 80%.”(HR Executive A, Mobilink)

Nonetheless, this study has established the yardsticks for the upcoming research for the level of effectiveness of HR professionals by the responses from HR executives of Pakistan’s Telco firms. Consequently, Table 2 identified that most of HR professionals are effective in performing every key strategic function, which consequently establishes their levels of effectiveness are higher. In addition to that, we can interpret from the Table, among all the participants; Participants 1, 3, 4, 5, 6, 7, and 8 are exceptionally effective by means of their average scores are between the range of 79 and 92. These HR professionals are effectively performing each key strategic function comprehensively. Conversely, Participants 2, 9, and 10 are in the acceptable level of effectiveness as their average scores are 67.78, 69.44, and 72.78, respectively. These HR professionals are partially effective in performing key strategic functions. On the contrary, none of them have been found less effective as per the standards set by this research from the responses of HR executives.

In addition, below Table 3 presents the essential components of key strategic functions, which further explain that the HR professionals are effective because they are effectually performing these components to accomplish key strategic functions. Hence, these components form the list of tasks, duties, and responsibilities of each HR professional, which he or she has to accomplish to produce desired results. Each row of the Table presents the components of key strategic functions, which drive HR professionals’ effectiveness, while columns of the Table identify the responses from each participant. The √ sign represents the implementation of each component.


TABLE 3. Elements/dimensions and strategic functions for human resources professionals’ effectiveness.
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Driving from Table 3, we can postulate that every HR professional in the Telco firm executes these signified elements of core strategic functions to achieve effectiveness. These vital elements have been affirmed as of the field interviews from the HR professionals of Pakistan’s Telco firms. It has been specified that these elements are purely the subjective insights of HR professionals. To improve HR effectiveness, HR professionals are required to execute core strategic functions and their elements. Besides, Table 3 validates all HR professionals recognize that each element is considerably important for HR professionals to be effective. However, these elements are the absolute forms that drive HR professionals’ effectiveness.

First, the core strategic function is recruitment, in which HR professionals perform strategic HR planning for the assessment of staffing needs. Similarly, they have very well-structured/established staffing processes in which they attempt to realize staffing performance targets. Once HR professionals identify the staffing needs, they can either look for a talent pool within their organizations (internal recruitment) or they can go for external recruitment. HR professionals endorse these elements as the vital elements to be effective in recruitment. For instance, HR professionals indicate that:

“…when we make the annual strategy or plan for any department, there is another exercise which is strategic workforce planning for the year in which we define the staffing needs or staffing targets. Besides this, we have a very structured talent interview session for all employees in which we discuss with each individual along with his/her strengths and weaknesses, and then we define the development plans for that person…” (HR Executive A, Telenor)

“…in recruitment we, have certain KPIs, which we must follow, and we have dashboards going on every month, and those dashboards are being seen at the management level, that how we are performing. In terms of talent acquisition, we have KPIs of filling each position within a certain period, so we have to be effective in recruiting candidates at the right time…” (HR Executive A, Mobilink)

“…now, technology is moving so fast, and we are moving from 3G to 4G in Pakistan, and the telecom industry is so vibrant in the country. So, it is easy for us to find technical people in the telecom field. Because we can hire good human resources from our competitors by offering them higher packages…” (HR Executive A, Zong)

“…Well, while recruiting any applicant, we use behavioral skills, and we do have panel interviews during the recruitment process. Furthermore, any applicant is being assessed by the panel on different descriptive behaviors, and he or she knows what key aspects he or she needs to investigate. Therefore, we are very particular about it…” (HR Executive B, Ufone)

“…there is a complete succession planning process as well. Start from the workforce planning, moving toward, we do have very strong employee value proposition (EVP). And our value proposition defined on the parameters of which Telenor would like to attract external or retain the internal talent. We also do have recruitment HR information system (HRIS). Overall, the recruit system we start from the need analysis…” (HR Executive A, Telenor)

The second strategic function is responsiveness. HR professionals articulate that responsiveness is the fulfillment of needs of the employees, i.e., whether HR professionals respond adequately to provide services that meet internal customer needs. They have approved three elements of responsiveness, which are employees’ well-being, quick response, and effective employee relations channels. It anticipates that HR professionals lean toward effectively responding to the needs of their employees. Perhaps, effective responsiveness embraces within the key performance indicators (KPIs) of the HR department, which HR professionals believe is an integral part of their culture. In fact, it is an open-door policy, where each employee can walk in and share his or her thoughts and ideas with the top management. In view of that, most of Telco firms are implementing the business partnership model; the aim of which was to bridge the gap between employees and top management/employer and work very closely with the business. Consequently, HR professionals in Telco firms of Pakistan are highly responsive to the needs of their employees. It is correspondingly maintained from the responses of HR professionals:

“…I think, because with the company that is built around the people. There are a lot of activities on people development, and a lot of benefits have been provided for the employees. There are companies that are result oriented, but we are people oriented, and we take care of our employees and their families, and it has become a part of our culture…” (HR Executive B, Telenor)

“…Ufone stands for its human assets, so we do not compromise in responsiveness of fulfilling an employee’s needs, and that is something that includes in our KPI…” (HR Executive B, Ufone)

“…I believe we have effective employee relations’ channels, which are highly responsive to fulfill the needs of employees…” (HR Executive C, Ufone)

“…Starting from the position advertisement till the on boarding of the candidate, we know what the responsibility of the line manager is and what is the responsibility of an HR professional. So, this gives us a clarity in terms of line, in terms of HR that where we are standing and at the end of each month, these reports are being presented to management, higher management, and line managers. So, they get the visibility of how we are performing, where are the areas we need to improve in. So, this is how we are building the relationship with the employees…” (HR Executive B, Mobilink)

Moving forward, third core strategic function is open communication. The Table certifies that there are four elements that make HR professionals become effective in communicating with their co-workers and employees, which are sustainable competitive advantage; selective, transparent, honest, and consistent information; communication tools; and 360 degrees and continuous feedback. According to the interviewed HR professionals, vulnerable communication and timely information are the most vital parts of any organization and/or even for HR professionals since the HR manager acts as a change agent. Vulnerable communication contains selective, transparent, honest, and consistent information sharing. Moreover, HR professionals’ performance evaluation (KPIs) is based on how effectively they communicate, which means right information with the right person at the right time. Accordingly, HR professionals engage in various communication tools for effective communication, such as groups, portals, helplines, verbally, and employees’ logbooks. Most importantly, HR professionals believe 360 degrees and continuous feedback through open communication can assist them in achieving individual and organizational goals effectively, and it can be so critical for an organization to advance its sustainable competitive advantage. This is sustained by the responses of HR professionals:

”…Communicating timely information can be so critical for an organization for sustaining its competitive advantage. However, Ufone has a dedicated communication team, which makes sure that timely information is flowing throughout the organization…” (HR Executive C, Ufone)

“…We communicate with employees through different portals, tools, and groups. And I think it is very important to communicate right information at the right time with our employees, so we are so watchful in communicating with employees…” (HR Executive A, Warid)

“…Every policy we change or every change in the role will be announced in the company. And if the policy changes, then, we will have a policy session with our employees in which we share with them the information that is required. We share with them verbally, through portals; they can ask from our helpline and even they can see on the book…” (HR Executive A, Zong)

“…I have a very important responsibility of maintaining a good relationship with employees in term of on-going communication, where it is required, because, sometimes, if you communicate too much with your employees, then it creates chaos. So, it must be a calculated communication that what is required, where it is required, and why it is required. For example, in the transition phase, the most important thing was communication, that why this change is required. However, we have done it quite well…” (HR Executive A, Mobilink)

“…It is not about the communication; perhaps, it is more like using the right words at the right time with the right audience. So, it is the philosophy behind the change management and communication, and Telenor strongly believes that there is nothing to hide - whatever the thing is, we have to be honest with our employees; whatever the case is we, must be transparent and consistent with our employees. Our mission and targets are always to get in touch with our employees at the right time with right communication…” (HR Executive A, Telenor)

The Table exhibits that the fourth strategic function is developing HR policies and procedures to support the company’s vision, mission, and values. HR professionals permit six elements of effective HR policies and procedures; the contemplation of which they should consider while developing HR policies and procedures. These elements are appropriate feedback channels, annual/semi-annual revision of policies and procedures, employee relations and benefits, employees’ engagement, and employees’ empowerment and flexibilities. It is important to note that HR professionals must use appropriate feedback channels to communicate HR policies with their line through which they can articulate the company’s vision, mission, and business plan. Moreover, HR policies and procedures need to revamp yearly or two times a year for the growth of employees’ relations and benefits. HR professionals should develop such HR policies and procedures, which focus on development and engagement of employees with the sense of physical, cognitive, and emotional commitment and involvement to contribute to organizational success. Finally, yet importantly, HR policies should reinforce employees’ empowerment and flexibilities with a view to expand innovation and productivity. As HR professionals state that:

“…I think policies are so vital for the company through which we can build our relations with employees, and we can show our values and tell our employees how to behave within the company…” (HR Executive A, Warid)

“…Overall, in employees’ policies, there are a lot of flexibilities, benefits, and empowerment to the employees to perform their duties as per the policies. We have the structured manuals, and our processes are documented. Our company is the first in whole Asia, which ISO9001-2008 certified with respect to our procedures and policies. Our systems and procedures are ISO9001-2008 certified…” (HR Executive A, Telenor)

“…There is a lot of stiffness in HR policies at Ufone. A great deal has been given to employees’ benefits, empowerment, and engagement to get the greater satisfaction level of employees. And, furthermore, we provide the solutions of employees’ problems and issues so they can perform better…” (HR Executive C, Ufone)

“…We compare our policies with our competitors, and we feel that our staff gets maximum benefits as compared to our competitors. However, we revise our policy after every 6 months…” (HR Executive A, Zong)

In performing optimum HR practices, there are four elements that have been recognized by the HR professionals. These elements are annual strategic planning alignment via practices and procedures for allocation of goals, proactive HR practices, competent team formation to monitor HR practices, in conjunction with high employee’s commitment and devotion. HR professionals consider that optimum HR practices speed up employees’ effectiveness and the firm’s productivity, and it also helps firms to succeed employees’ commitment and devotion. Nonetheless, those HR practices must be aligned with the company’s annual strategic planning and requirements. Notwithstanding this, HR professionals must form competent functional teams who should act proactively upon each HR practice. HR professionals ratify all the elements in performing optimum HR practices, which is the fifth strategic function. For example, HR professionals specify that:

“…Each year, we start a New Year with looking at our progress from the last year, and we make our plans for the New Year, which is the called strategic planning part. We do the planning because we get the objectives from the top management, and we know what the challenges are for this year, what are the budgets, what are the men power requirements, demands and supplies in terms of staffing. So, we work proactively and work on these practices…” (HR Executive B, Mobilink)

“…In performing HR practices, we are quite flexible. We do strategic planning each year, and, accordingly, we develop our HR practices, and I believe we are quite effective in it as our employees are highly committed and devoted to the organization…” (HR Executive B, Ufone)

“…There is always room for improvement. Trends are evolving, and there are some practices related to talent management or employees’ commitment, which are flowing from the Telenor group, but there are some that flows from the HR department because local context needs to be very relevant, so I think we still have some room to cover…” (HR Executive B, Telenor)

“…We start our year with strategic planning; the objective of which is to investigate improvement areas and plans for New Year. We do the strategic planning part at the start of the year to achieve those objectives, which have been set by the top management. We work on those plans and improvement areas effectively…” (HR Executive A, Mobilink)

“…I am the only HR business partner in the central region. And the central region is so wide, and many employees come under this region, so I have to be proactive in developing HR practices…” (HR Executive B, Zong)

“…We are effective in HR practices because we have a highly competent team that looks after all the issues related to this matter…” (HR Executive C, Ufone)

Performing HR responsibilities to meet the expectation of employees is the sixth strategic function that HR professionals should achieve to augment their effectiveness. HR professionals have to execute all HR activities in performing HR responsibilities; more specifically, HR professionals are responsible for one-window operation to maintain a good relationship with employees in addition to the business. They have documented four elements, which are important in fulfilling their responsibilities, which are a proactive HR approach to look after HR activities, empowerment of a relevant team leader or manager to fulfill employees’ expectations, contentment of employees’ needs, and performance management system. To facilitate employees’ expectation of pleasing their needs, HR professionals are responsible to adopt a proactive HR approach through performance evaluation system, which facilitates them to empower their employees. This was supported by the responses of HR professionals:

“…There are two responsibilities of HR: first is where HR directly manages the employees’ expectation, and second is where HR empowers the relevant team leader/manager who manages the expectation of his or her employees. Certainly, there are few scenarios where HR directly intervenes and manages the expectations. There are most likely individual cases, but, most of the times, we enable or empower leaders with all right HR information so they can stand in front of their teams and manage their teams’ expectations as per the guidelines.”(HR Executive A, Telenor)

“…We do have some extra funds at the back end, and we tell our employees we are fulfilling their needs in different ways, but we cannot fulfill their expectations always the way they want…” (HR Executive A, Warid)

“…As I specified before, we are extremely responsive to fulfill the needs of employees, and that is something related to what employees are expecting from us in a way how we act on fulfilling their needs. However, I believe we must be very proactive in meeting their expectations as it comprises in our KPI…” (HR Executive B, Ufone)

“…For expectation, the part we use a system called performance management system (PMS) in which my performance is being evaluated and my feedback is not only coming from my line managers; it is like 360 feedback in which employees also give their inputs. So, I think there is no room for error, and if we are not doing our job, then we are bound to be held responsible…” (HR Executive A, Mobilink)

HR professionals acknowledge four elements within HR roles, which are strategic business partnership, formal and informal communication sessions such as “casual tasks, email correspondence, informal chats,” meeting the key performance indicators (KPIs) and effective management of employer and employee relationships. HR professionals drive a higher level of effectiveness by executing above-stated elements. The HR role has evolved in the recent decade; it is no more kind of a transactional role; now, it is more a like strategic partner of the business. HR professionals must work very closely with their businesses to maintain a good relationship between management and employees. Basically, being strategic business partners, HR professionals help their leaders and businesses as well as their people from the strategic points of view so they can add value to the business. This partnership model assists HR professionals to work closely with their business and bridge the gap between management and employees. It is like transferring the emotions of employees to the higher management and then going back with solutions or taking back the leadership team with a solution to the lower employees. Basically, the purpose of introducing the HR business partnership model is that Telco firms want HR professionals to be more visible in terms of adding value to the business and in terms of their effectiveness since the HR business partnership model is grounded on the key performance indicators (KPIs). HR professionals acknowledge:

“…I must translate the business sense to the employees and the voice of employees into the business and top management. So that is something that we tend to keep on doing.” (HR Executive A, Ufone)

“…Our roles are KPI based, so I have to be effective in fulfilling my roles…” (HR Executive A, Zong)

“…With the help of right information, processes, transparency, consistency, continuous engagement, and emotional touch with the employees, we do manage the expectation of employees, and that is our role…” (HR Executive A, Telenor)

“…Our roles are defined in the book through which we effectively manage the expectations of employees…” (HR Executive A, Warid)

“We have a highly responsive employee relation’s function to measure employees’ opinions, and that is why HR professionals are effective in their roles to meet the expectations of employees…”(HR Executive C, Ufone)

The eighth strategic function is providing career plans for the employees. It has been underlined that there are six elements in providing career plans, which have been recognized by the HR professionals. Starting with organizational support, which is the most vital element in proving career plans or development opportunities, the subsequent element is personal development plans or individual development plans for top employees. Moving forward, Telco firms effectively accustom performance management system (PMS) to identify high performers (HiPos) to whom they provide career development opportunities. The fourth element is the talent management program by means of which organizations identify those employees who have potential to develop and even key positions which organizations would like to fill through succession planning. The fifth and sixth elements are annual training programs as per training calendar and career development opportunities for HiPos. It is in line with the responses of HR professionals of Telco firms of Pakistan, who indicated that:

“…We provide career plans for those employees who are high performers (HiPos) as the telecom industry is the highly saturated industry, and we must support high performance in our organization. However, we identify HiPos in the telnet acquisition plan, and we see their potentials to grow, and, if they are ready to grow, then we do provide them career plans…” (HR Executive C, Ufone)

“…We have regular training programs and a training calendar that has been given to all the employees. In development, we have a 3E model: experience, education, and exposure. For education, we do have training programs, and, for experience and exposure, we change the roles of senior employees. So, there is whole development philosophy in place…” (HR Executive B, Telenor)

“…For career planning we have a talent management program in which we identify high performers (HiPos). Through this program, we identify those employees who have potential to grow and those positions which we must fill. Employees who are identified as HiPos - we have career plans for them, we have developmental plans for them, and we work on these plans throughout the year…” (HR Executive A, Mobilink)

“…Every year, we assess our employees through performance management system (PMS). We evaluate our employees based on KPIs. And employees set their KPIs/goals by themselves with the help of their line managers. And then, we decide to whom we should provide with the career plans and who should be promoted and who should be demoted…” (HR Executive A, Warid)

And the last but not the least, the Table reveals the ninth strategic function is providing support and services in which HR professionals have attributed five elements. Cultural values and beliefs, strong management support, effective communication, reliance on team members’ support, and effective feedback channels are the five elements which make HR professionals effective in providing support and services for their employees. It is believed that, without the support of top leadership along with the HR professionals, employees cannot achieve their targets set by the organization. And employees always look forward to the necessary support from HR, although it embraces an additional key performance indicator (KPI) of HR professionals. Therefore, for being effective, HR professionals must provide support and services for their employees. As HR professionals certify that:

“…It is about the culture, and Telenor believes our culture is our strength. We believe in empowerment; we believe in showing more trust to the employees. So, whatever the support is needed to the employees from the company’s leadership, we do provide them, whether this is with respect to work life balance or financial assistance or certain certification. Leadership is quite supportive at the Telenor group…” (HR Executive A, Telenor)

“…We have a strong and responsive employee relation’s function as I have stated before; this ER function is proactive in addressing employee concerns through a strong feedback channel…” (HR Executive C, Ufone)

“…Supporting our colleagues or our subordinates is very important at Mobilink. When we work in teams, so we are reliant on each other’ support, and, without it, I think we cannot complete our tasks effectively. Consequently, being HR professionals, employees look forward to support from us, and we have been doing that quite effectively…” (HR Executive A, Mobilink)

“…Whatever employees require my side, I give it to them. If I cannot really deliver it, I tell them that I cannot. I do not make them believe that I can and then not deliver on it. So, I provide support and services wherever I can and to whatever extent I can. Whichever is possible for me, I fight for them where I believe that I need to fight for them…” (HR Executive A, Ufone)

“…Without top management or HR support, employees cannot perform better. I believe support is always needed in any organization; it belongs to any industry. As the telecom industry is so a vibrant industry, however, this dynamic diligence increases the importance of providing support for the employees…” (HR Executive B, Ufone)

Eventually, in the view of Tables 1, 2, we can conclude that the level of HR professionals’ effectiveness is higher in the consequence of their being actively involved in all elements and dimensions of each strategic function (see Figure 1), which are essential for the comprehension of effectiveness. Figure 1 is the summary of the findings of the current study.
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FIGURE 1. Summary of the findings. (HR professionals’ effectiveness model).


This research empirically validated the level of HR professionals’ effectiveness in the Telco industry of Pakistan. Findings reveal that effectiveness of all HR professionals partially or completely is on the higher level (above 80%) in each Telco firm (see Table 2). These findings are consequently owing to HR professionals are effectually carrying out key strategic functions, which assist them to augment effectiveness in performing their duties and responsibilities. Those nine strategic functions as we can see from the first-level HR effectiveness model in Figure 1 are: (1) recruitment of right candidates at the right time, (2) responding to employees’ needs and demands, (3) communicating timely information, (4) developing HR policies and procedures, (5) performing optimum HR practices, (6) HR professionals’ roles, (7) HR professionals’ responsibilities, (8) providing career plans for the employees, and (9) providing support and services. Additionally, qualitative findings also exposed forty vital components of the strategic functions in the second level of the HR effectiveness model in Figure 1. It is believed that HR professionals’ effectiveness is radical because of effective execution of the strategic functions and their components. These vital components are entirely the intuitions and perceptions of HR practitioners of Telco firms of Pakistan. Nevertheless, HR practitioners’ insights are enormously critical to a way that the vital components are extremely important for HR professionals’ effectiveness. The Telco industry is a very dynamic and the most rapidly growing industry in Pakistan (Ahmad and Ahmad, 2014; Khan et al., 2016). Due to the dynamics of this industry, it demands extremely well-trained and highly effective HR professionals (Hussain and Asif, 2012; Sultana et al., 2012) for attaining a sustainable competitive advantage (Barney, 1991; Wright et al., 2001a).



CONCLUSION

As the Telco industry continues to grow at a hasty pace, the significance of HR professionals for being effective rises to sustain the competitive advantage. This study intended to explore the factors and elements that contribute to HR professionals’ effectiveness in the Telco firms of Pakistan. Additionally, it has also assessed the level of HR professionals’ effectiveness. Findings of the study demonstrate that HR professionals are effective because they actively engage in all the strategic functions, which are essential to enhance HR effectiveness. It is imperative to understand the significance of each element within the strategic functions of HR professionals’ effectiveness. This study concluded with vital exploration of nine strategic functions and their forty dimensions through semi-structured interviews from HR professionals of Telco firms of Pakistan.



THEORETICAL AND PRACTICAL IMPLICATIONS

This research paper contributes to the concept of HR professionals’ effectiveness by adopting a qualitative research approach through measuring the level of their effectiveness, which is believed to be an under-researched area in Pakistan since earlier studies such as Khan et al. (2011), Ahmad et al. (2014, 2015) inquired the level of core competencies and effectiveness of HR professionals in the banking sector of Pakistan, while strongly encouraging future researchers to extend their models to other industries or sectors of Pakistan such as Telco industry. Established on the prominence of the Telco industry, Sultana et al. (2012) emphasized that this industry is the swiftest and growing industry in Pakistan, which has experienced a lot of transformation in last decade. Furthermore, abovementioned scholars suggested that HR professionals’ effectiveness needs to be enhanced further, which will ultimately lead to the better organizational performance and effectiveness. Consequently, the preset study offers the level of HR professionals’ effectiveness as a point of reference for the forthcoming researchers. It further contributes to the theory and practice by exploring nine key strategic functions and their forty dimensions, which lead to the development of HR professionals’ effectiveness. The study adds to the resource-based view (RBV) theory by stressing that HR professionals can advance a sustainable competitive advantage for a firm by executing core strategic functions and their dimensions. However, these factors and variables, precisely, are the subjective standpoints of practitioners from Telco firms of Pakistan. Previous researchers have studied the concept of HR professionals’ effectiveness (Wright et al., 2001b; Han et al., 2006; Ahmad et al., 2014, 2015) through a quantitative research approach; however, this study is the first of its kind, which ratifies the factors and elements that contribute to the body of knowledge of HR professionals’ effectiveness using a subjective research approach. Additionally, none of the previous studies yet examined the level of HR professionals’ effectiveness. The study presents HR professionals’ effectiveness’ levels as a benchmark for future studies. Therefore, this study would be a significant initiative in the development of the levels of HR professionals’ effectiveness. The study is also important for HR practitioners and organizations as it provides suggestions and guidelines by the means of the HR effectiveness model to sustain the competitive advantage of a firm. The research paper offers implications for HR practitioners worldwide, in general, and of Pakistan, in specific, to assume a resilient and more active role in revealing issues embedded in HR professionals’ effectiveness, which are often underemphasized in the organization. Our study offers more general implications to the global HR practitioners due to its generic nature since the findings of the study come up with the HR effectiveness model, which previous studies are unable to identify. However, the research is just a beginning to establish a more comprehensive HR effectiveness model, which is a significant gap in SHRM and management literature. Findings similarly provide the level of an effectiveness scale as a guideline for HR practitioners to set the effectiveness targets for organizational HR. The findings of the study might encourage organizations to start positioning their HR at the center of the strategic mission and vision as HR is the most valuable asset for any organization.



FUTURE DIRECTIONS

Future research should examine the long-established conceptual research model “shaped by the current study” through a quantitative research approach by testing a hypothesis. Forthcoming studies can test this model by applying a structure equation modeling (SEM) approach. Additionally, upcoming studies can possibly extend the qualitative sample size to make the findings more appropriate and comprehensive as the findings of this study cannot generalize to other contexts. Future researchers might also include HR practitioners from other sectors or industries as well as obtain data from different levels of employees to point out the experiences related to the effectiveness of different levels of employees.
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Appendix A



Good morning (afternoon/evening). Thank you very much for your valuable time. We are conducting this research to examine the level of human resources professionals’ effectiveness in the Telco industry of Pakistan. The research aims to recognize the factors and elements that contribute to their effectiveness. During the interview, you will be asked to rate yourself on the basis of your effectiveness being an HR professional in the organization. There is no right or wrong or desirable or undesirable answer. We would like you to feel comfortable with saying what you really think and how you really feel about your effectiveness. Please explain thoroughly the reasons or justifications of being more effective or less effective as it will help us to achieve research objectives of the current study. If it is acceptable with you, we would like to tape record our conversation. The purpose of this is so that we can get all the valuable information but, at the same time, be able to carry on an attentive conversation with you. We assure you that this information will only be used for academic purposes. Thank you.


1.Demographics and work information


•How long have you been working with the current company?

•How long have you been in this field/in the current position?

•May I know your highest qualification as regards to your current position?

•Could you please explain your roles and responsibilities in your current position?






2.Human resources professionals’ effectiveness


•Could you please explain the contributing factors and elements that determine your effectiveness?

•Please rate below factors on the scale of 1 to 100%. And explain the reasons of your effectiveness.





Being a human resources professional, I am effective…

Less effective Most effective

1% ——————————————————————————> 100%


1.….in recruiting the right candidates at the right time.



Please give your justification……………………………


1.….in response to fulfilling the needs of an employee.



Please give your justification……………………………


1.….in communicating timely information.



Please give your justification……………………………


1.….in developing HR policies and procedures.



Please give your justification……………………………


1.….in performing optimum HR practices.



Please give your justification……………………………


1.….in their responsibilities to meet the expectations of employees.



Please give your justification……………………………


1.….in their roles to meet the expectations of employees.



Please give your justification……………………………


1.….in providing career plans for the employees.



Please give your justification……………………………


1.….in providing support and services for the employees.



Please give your justification……………………………

Thank you very much for participating in the interview process. Your time is very much appreciated, and your inputs have been very helpful.
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6 Zong HR Executive 6 years MBA (HR)
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9 Telenor HR Director 6 and half years MBA (HR)
10 Ufone Manager (OD) 5 years MSC (HR)
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Participants

Level of Effectiveness P1 P2 P3 P4 P5 P6 P7 P8 P9 P10
Key Strategic Functions Percentage (%)

o Recruitment 90 75 85 90 85 90 80 90 50 70
o Responsiveness 80 60 95 80 90 90 90 80 80 65
o Communication 100 75 90 80 90 100 80 90 75 85
o HR Policies and Procedures 85 80 85 75 5 90 85 85 70 85
o Optimum HR Practices 90 50 90 90 80 90 80 75 80 85
o HR Responsibilities 85 50 90 85 5 100 60 80 50 60
o HR Roles 90 60 75 80 70 95 70 90 80 60
¢ Providing Career Plans 90 70 85 90 65 80 80 80 60 65
e Providing Support and Services g5 90 90 90 90 95 90 90 80 80
Total Score 805 610 785 760 720 830 715 760 625 655

Average Score (Level of Effectiveness) 89.44 67.78 87.22 84.44 80.00 92.22 79.44 84.44 69.44 72.78

Average score = total score/nine strategic function; P1 - P10 (Participant 1 - Participant 10); P = Particjpant.
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