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Abstract 
This research investigates whether the Human Resources (HR) Strategy of an 

organisation can lend itself to the Competitive Advantage (CA) of a Company 

operating within the Transport and Logistics Industry in Ireland.  

The research aims to investigate whether the current research within the areas of HR 

Strategy and CA apply to organisations operating with the Transport and Logistics 

industry or whether there may be some differences that come about as a result of 

studying this industry.  

It asks key questions such as trying to determine whether the CA of a Company can 

accurately be described to those externally. This aims to support the theory that if it 

cannot be explained then it cannot be imitated.  

The research also looks at the impact that culture plays in CA and whether this is 

influenced by the HR Strategy. The impact of trust between employees and managers 

is also reviewed in the context of the link between this and the success or failure of 

new practices, policies and procedures.  

Lastly, the research looks at the role of HR in the Company and assesses whether it 

can and should support employees and managers in equal measure. 

All in all, it looks at the HR Strategy and the overall effect that it can have on the CA 

of firms in these industries and also looks at the potential for disadvantage and what 

this can look like if there is not a HR Strategy or a HR Strategy which is an incorrect 

fit for the business.  

  



ii 
 

Declaration 
 

Submission of Thesis and Dissertation 
 

National College of Ireland 
Research Students Declaration Form 

(Thesis/Author Declaration Form) 
 

Name: Amanda Carroll  

Student Number: x17113989  

Degree for which thesis is submitted: Master of Arts in Human Resource 

Management  

Title of Thesis: Investigating whether HR Strategy can lend itself to the Competitive 

Advantage of a Company operating within the Transport and Logistics Industry in Ireland 

Date: 15th August 2021  
 
Material submitted for award  
 

A. I declare that this work submitted has been composed by myself.   
 
 

B. I declare that all verbatim extracts contained in the thesis have been 
distinguished by quotation marks and the sources of information specifically 
acknowledged.         

 
 

C. I agree to my thesis being deposited in the NCI Library online  
open access repository NORMA.      

 
 

D. I declare that no material contained in the thesis has been  
used in any other submission for an academic award.    
 

Signature of research student  
 Date:  18th August 2021 

  



iii 
 

Acknowledgements 
Firstly, I would like to thank my Research Supervisor, Pauline Kelly who guided and 

supported me throughout the past five months.  

A special thank you to all my colleagues in the transport and logistics industry that 

have taken the time to take part in this research. Your knowledge, insight and 

experience has made this research what it is and without you, it would not have 

been possible.  

I would also like to thank my fiancé and my family, in particular my Mam, who has 

supported me since the beginning.  

 

 

This research is completed in memory of my late Dad, Damien Carroll who always 

instilled in me the value of education and hard work. 

  



iv 
 

Contents 
Abstract ...................................................................................................................... i 

Declaration ................................................................................................................. ii 

Acknowledgements ................................................................................................... iii 

List of Figures .............................................................................................................. v 

List of Appendices ...................................................................................................... vi 

List of Abbreviations ................................................................................................. vii 

Chapter 1 - Introduction ............................................................................................ 1 

Chapter 2 - Literature Review .................................................................................... 2 

Chapter 3 - Research Question ................................................................................ 26 

Chapter 4 - Methodology ........................................................................................ 28 

Chapter 5 - Findings and Analysis ............................................................................ 36 

Chapter 6 - Discussion ............................................................................................. 54 

Chapter 7 - Conclusions and Recommendations ..................................................... 60 

References ............................................................................................................... 64 

Appendixes .............................................................................................................. 68 

 

 

  



v 
 

List of Figures 
Figure 1 The Research Onion ................................................................................... 29 

Figure 2 The Data Analysis Process .......................................................................... 33 

 

  



vi 
 

List of Appendices 
Appendix  1 Email Invitation to Participants ............................................................ 68 

Appendix  2 Participant Information Sheet.............................................................. 69 

Appendix  3 Interview Questions ............................................................................. 72 

Appendix  4 Findings Matrix .................................................................................... 75 

Appendix  5 Interview Transcripts ........................................................................... 81 

Appendix  6 Consent Form .................................................................................... 119 

 

  



vii 
 

List of Abbreviations 
HR – Human Resources 

HRM – Human Resource Management  

SHRM – Strategic Human Resource Management 

CA – Competitive Advantage 

SCA – Sustained Competitive Advantage 

PM – Personnel Management 

HRMP – Human Resource Management Practices 

HPWP – High Performance Work Practices 

SWOT – Strengths Weaknesses Opportunities and Threats 

RBV – Resource Based View 

VRIN – Valuable, Rare, Imperfectly Imitable and Non-substitutable  

CS – Competitive Strategy 

CP – Competitive Parity 

KPIs – Key Performance Indicators 

HRPs – Human Resource Practices 

  



1 
 

Chapter 1 - Introduction 
This research investigates whether HR Strategy can lend itself to the CA of a Company 

operating within the Transport and Logistics Industry in Ireland. This industry has not 

previously been researched within this topic and as such provides some valuable 

insights.  

The research demonstrates that the HR Strategy does lend itself to the CA of 

organisations operating within that industry but also, that it can cause considerable 

damage to the Company to be without one or to operate one that is mismatched or 

not aligned to the business strategy. The research demonstrates a clear disadvantage 

to Companies in the industry that do not have one.  

Considerable focus has been given to the area of culture and linking how this is 

impacted by the HR strategy, confirming that culture is affected by the HR Strategy. 

Culture itself can be a key area which is difficult to explain and links in with the ability 

of competitors to accurately describe the CA of a Company in order to imitate it. This 

research displays the difficulty that a competitor might have in explaining the CA of 

a Company. It provides evidence that if employees cannot accurately explain the CA, 

then how likely would it be that a competitor with no involvement in the business 

could explain it and then imitate it.  

It also gives credit to existing literature on the need for trust between Managers and 

Employees on the implementation of policies, procedures and practices.  

Overall it builds on existing literature in relation to the connection between HR 

Strategy and CA confirming that it can lend itself and in particular to the Transport 

and Logistics industry.  
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Chapter 2 - Literature Review 
Introduction 

This literature review aims to travel through the most prominent theories in relation 

to using HR and HR Strategy as a CA.  

The early years of HR or Human Resource Management (HRM) were initially referred 

to as the Personnel department or Personnel Management (PM). This is a function 

within companies which has evolved considerably throughout the years.  

HR Strategy has become a popular topic in recent years with many theoretical 

frameworks to be found in the literature, although there are some which at the 

outset seem to have gained more traction than others, such as the Resource Based 

View (RBV).  

Throughout the history of HR Strategy and CA, there has been a significant shift from 

an external view to one which encompasses the internal structures and an alignment 

with the business strategy. Michael Porters Five Forces Model is one which is 

particularly popular in the literature but only focuses externally. The focus has now 

shifted to achieving CA through a firm’s own resources.  

HRM and HR Strategy 

HRM 

Storey defined HRM as: 

“Human Resource Management is a distinctive approach to employment 

management which seeks to achieve competitive advantage through the strategic 

deployment of a highly committed and capable workforce using an integrated array 

of cultural, structural and personnel techniques” (Wilkinson, et al., 2017, p. 6).   

This is not however the only definition and it has been defined many different ways 

by many different authors such as Boxall and Purcell when they defined it as; 

“HRM includes anything and everything associated with the management of 

employment relationships in the firm. We do not associate HRM solely with a high 
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commitment model of labour management or with any particular ideology or style of 

management” (Wilkinson, et al., 2017, p. 6).  

The term HRM first emerged in the 1980`s as it gradually began to replace terms such 

as PM however there has been extensive debate over whether there is any difference 

or if it is just a change of name (Wilkinson, et al., 2017). 

HRM has evolved over time and has been described as going through three waves to 

get to the point where it is now; 

1. Administrative Wave – Focused in mostly on regulatory compliance and 

administration 

2. Practices Wave – over time it developed to increase the level of innovative 

HR practices (HRP) 

3. Strategy Wave – the most recent wave focuses on supporting the business 

strategy by ensuring the HRPs of the organisation are aligned (Ulrich & 

Dulebohn, 2015).  

HR Strategy 

HR Strategy has been defined as: 

“the pattern that emerges from a stream of important decisions about the 

management of human resources, especially those decisions that indicate 

managements major goals and the means that are (or will be) used to pursue them 

(Dyer, 1984, p. 159).  

Authors such as Becker and Huselid, Boxall, and Schuler and Jackson have discussed 

the need for organisations to match their HR Strategy to the business strategy, in 

order for it to contribute towards the success of the organisation (Wilkinson, et al., 

2017). A point which has been made by Dyer has been heralded as one of the most 

valuable contributions in relation to HR Strategy, argues that formal planning and 

informal adaptation should be included in any Strategic Human Resource 

Management (SHRM) plan (Boxall, 1992). 

Certain HRM decisions may naturally be strategic. An example could be in relation to 

union recognition, job and pay levels which all impact and essentially define the path 
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that the organisation will take in relation to its people strategy  (Purcell & Ahlstrand, 

1989).  

There is no single set of successful HR strategies in terms of managing people. There 

should not be an assumption that all HR strategies will be equal however, research 

suggests that most firms will not adopt a single set of practices for all of their 

employee groups anyway (Boxall & Purcell, 2000). Often firms will decide what 

human resource management practices (HRMP) suit certain groups within the firm 

such as management team, non-management team, executive or core labour group 

(Boxall & Purcell, 2000). The effectiveness of HRMP is dependent on two variables, 

being firstly if they have the ability to impact upon organisational performance and 

secondly whether they are aligned to the strategy of the organisation (Wilkinson, et 

al., 2017). HRMP cannot be used as a complete solution, in order to maximise their 

effectiveness, there needs to be a linkage between all of the practices along with 

performances variables or key performance indicators (KPIs) and management 

activities (Boxall & Purcell, 2000).  

In a firm that wished to join an elite group of firms, they must ensure that their 

policies, procedures are also of an elite standard such as proactive recruitment 

channels, high entry standards, high remuneration, employee ownership or 

extensive professional education (Boxall & Purcell, 2000). If any one of these elite 

type systems supports the organisations ability to attract and retain high calibre 

employees or does not necessarily undermine it, then it is said that the choice of 

what processes is used is not necessarily critical to the outcome (Boxall & Purcell, 

2000). 

The future of HR Strategy should comprise of an outside inside approach which 

proposes that HR aligns its internal offerings to that of prospects outside the 

Company, which in short means looking at the current HRMP and seeing what it can 

offer to those external to the Company, such as the customers (Ulrich & Dulebohn, 

2015).  

Past experiences, values, expectations and other reasons can affect the way in which 

employees will perceive and react to certain practices in a firm so there will be some 
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variation in the response to implementation of new practices or polices (Den Hartog, 

et al., 2004).  

Research suggests that there are three different levels of involvement when it comes 

to business strategy for HR;  

1. Implementation only – where the strategy has been developed and then is 

passed on to HR where policies, practices and procedures are created in 

response to and aligned with the business strategy  

2. Input and implementation – HR provide information or input perhaps to the 

leadership or management team but they do not feed in at a direct level  

3. Full partnership role – HR are fully involved in the process of strategy 

development (Lawler III & Mohrman, 2003). It is thought that it is at this stage 

that HR have the ability to really make a difference and impact upon the 

business strategy.  

 

Trust as a Mediator 

In order to view the HR Strategy and associated practices as a full set, consideration 

needs to be given for how these practices will be welcomed by the employees and 

the effect that they may have. How an employee feels about the firm and their direct 

manager will also have an effect on how they perceive the practices. Trust has been 

described as an important mediator in terms of HRMP and employee outcomes. High 

performances HRMP viewed through the eyes of an employee who has trust in their 

employer will more often than not view these practices as an investment, leading 

them to display even higher levels of discretionary effort (Alfes, et al., 2012).  

Trust has been defined as; 

“an employee’s belief about the likelihood that the employer’s future actions will be 

beneficial, favourable or at least not harmful to an employee’s own interest, and is 

therefore a crucial factor influencing an employee’s behaviour (Robinson, 1996, p. 

576).  

Increases to task related performance, organisational citizenship behaviour and a 

reduction in turnover intention can be present where employees have positive 
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perceptions of HRM practices (Alfes, et al., 2012). As such the perception on the HRM 

practices within an organisation is important.  

An employee that feels positively towards the HRMP in the organisation, will 

generally believe that the remuneration they are paid for their work is satisfactory, 

that there were fair procedures for recruitment and selection and that there is a fair 

amount of opportunity for training and development (Alfes, et al., 2012).  

In research it was found that HRMP has a powerful link with employee attitudes in 

situations where employees have high trust in their supervisor (Innocenti, et al., 

2011). Other authors have found similar results in research in that the performance 

related aspects of high-performance work practices (HPWP) were positively affected 

by employees have high trust in senior management (Farndale, et al., 2011). It is 

important to note that where trust is removed, the results are not the same (Alfes, 

et al., 2012).  

Building trust in organisations between management and employees will increase 

the potential success of a firm, any policies or procedures which have the ability to 

build trust between these two stakeholder groups will ultimately yield better results 

(Boxall & Purcell, 2000). If there is not an alignment between the employer and 

employees, the firm may suffer, affected badly by below standard productivity and 

turnover levels which make it difficult for the business to continue (Boxall & Purcell, 

2000).  

Criticisms of HRM and HR Strategy 

Criticisms of both HRM and HR Strategy have been identified throughout the 

literature. During its time, the concept of HRM has been debated back and forth with 

problematic areas arising from the concept of strategy (Boxall, 1992). HR Strategy 

has been criticised in literature arguing that it provides a general overview of how to 

proceed but really does not provide practitioners with any clear direction on exactly 

what to do (Boxall, 1992).  
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Competitive Advantage 

CA can be discussed alone or as an additional term, Sustained Competitive Advantage 

(SCA). 

A firm is thought to have CA when it is: 

“implementing a value creating strategy not simultaneously being implemented by 

any current or potential competitors” (Barney, 1991, p. 102).  

An SCA is thought to be present when,  

“When it is implementing a value creating strategy not simultaneously being 

implemented by any current or potential competitors and when these other firms are 

unable to duplicate the benefits of this strategy” (Barney, 1991, p. 102). 

Sustained has been defined as: 

“not a period of calendar time but refers to a long time” (Barney, 1991, p. 102) 

Or, 

“only sustained if it continues to exist after efforts to duplicate that advantage have 

ceased” – although there is still no implication that it will last forever (Barney, 1991, 

p. 102). 

The first research in the area of CA centred around one model established within the 

1960`s which focused on four key areas, strengths, weaknesses, threats and 

opportunities (SWOT) (Barney, 1991). The model is still in use and often referred to 

as a SWOT analysis. This model allows firms to look at the four key areas in order to 

determine how to achieve CA through exploiting their strengths, foreseeing potential 

environmental opportunities and acting on them while preventing internal weakness 

from affecting the firm ahead of time and counteracting threats (Barney, 1991).  The 

research in this area has continued to evolve and while the SWOT analysis is still 

popular in business, there are a lot of other very worthwhile theories that aim to 

predict CA.  

Research advises that the key to achieving CA or SCA is through a firm’s resources. 

Resources need to add value to a firm. Value has been defined as either 
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differentiating the product or service in such a way that the firm can charge an 

increased price for it or else cutting costs in order to generate a better margin 

(Barney & Wright, 1998). In certain sectors, it is possible to reduce costs. This can be 

done by choosing to pay low wages to staff however this can have a knock-on effect 

in terms of the levels of performance, knowledge or commitment to the firm 

(Progoulaki & Theotokas, 2010).  

A firm’s resources have been defined as: 

“assets, capabilities, organisational process, firm attributes, information, or 

knowledge” (Barney, 1991, p. 101).  

Firm resources are broken down further being described as fitting in to one of three 

categories, physical capital resources, human capital resources, organisational 

capital resources (Barney, 1991). 

CA is not always easy to describe. SCA is often not achieved by firms as the HR team 

do not understand exactly what contributes to the CA and therefore do not succeed 

in matching directly their strategies in the appropriate way that will contribute 

towards attaining CA (Barney & Wright, 1998). This is an indication that CA is not 

easily identified even to those internally. 

Conclusion 

Many different authors and researchers have attempted to identify the reason for 

CA and even pin it down to one theory. There have been many popular theories over 

the years which all aim to identify the way in which firms can achieve a CA through 

their HR Strategy 

Michael Porters Five Forces Model 

In 1980, Michael Porter created the ‘Five Forces Model’ which was based on 

analysing the potential strengths and weaknesses of an industry in order to achieve 

CA (Barney, 1991). Porters Five Forces Framework is an example of the types of 

frameworks that dominated research in the 1980’s focusing on factors which were 

external to the organisation rather than internal (Barney, et al., 2011). In the 

traditional models on CA, it is believed that only Companies that are able to utilise 
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the opportunities and counteract the threats will be able to achieve CA (Barney, 

1991). 

This model suggests that it can help to identify industries which may be attractive to 

join but can also be used to identify the potential threats and opportunities that exist 

within a firm’s own industry (Barney, 1991). 

If an industry has strong entry and mobility barriers, assuming that all resources are 

homogenous and not perfectly mobile, there is a potential for firms to obtain SCA 

over other firms which are not in their industry which may allow for them to excel in 

terms of performance within the industry (Barney, 1991). It is important that the 

resources are not mobile otherwise other firms may be able to obtain them.  

There are two assumptions within this model which effectively eliminate the 

possibility of immobility and heterogeneity as a source of CA. The first, that 

strategically relevant resources that are controlled and pursued are equal within an 

industry or group, and the second, that due to resource mobility, any heterogeneity 

which develops will only be short term (Barney, 1991).  

First Mover Advantages 

Under certain conditions, some firms do obtain a CA over others, the first being first 

mover advantages. Firms which were the first to enter the industry, have had 

opportunities to develop relationships with customers, build their reputations and 

secure access to distribution channels all before other companies that entered the 

industry or implemented their strategies after the first mover company unless all 

firms have equal resources, in this case there is no benefit to be had from being a 

first mover (Barney, 1991).  

Culture 

Organisational culture has been defined as, 

“A complex set of values, beliefs, assumptions and symbols that define the way in 

which a firm conducts its business” (Barney, 1986).  
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Culture can sometimes be a source of SCA however it has been said that the settings 

in which this can occur are restricted (Barney, 1986). A culture must be rare, valuable 

and imperfectly imitable if it is to generate any CA (Barney, 1986).  

Often, even to those that are a part of the firm or are observing it, it may not be 

possible to say what it is that adds value from the culture, if the value cannot be 

identified, then it also cannot be imitated (Barney, 1986). A culture can also be 

heavily entwined with the founder’s unique characteristics or personality and if this 

is such and these are rare, then SCA may be achieved through them (Barney, 1986).  

Companies that have a great culture are often cited as examples of good 

management within research (Barney, 1986). It is said that organisations without a 

great culture, will not be able to and should not expect to be able to generate the 

same levels of performance (Barney, 1986). 

Technology 

Technological change is one of the most impactful changes that can occur in the 

competitive market, shifting industry structures and the rules of competition (Porter, 

1985). Firms that are well established may find their CA affected as technological 

advancements work to level the playing field amongst rivals (Porter, 1985). 

Jay Barney argued that this was not the case and that a firm’s CA can be found 

internal to the Company within its own resources also known as the Resource Based 

View or Theory (Barney, 1991). As RBV began to get attention in the field, researchers 

started to look inside for resources which could be a CA (Hoskisson, et al., 1999). 

The Resource Based View 

Throughout the literature on HRM, the Resource Based View has been hailed as one 

of the key theories discussed for firms attempting to achieve SCA through their 

strategic planning (Progoulaki & Theotokas, 2010).  

“Resource Based View, initially introduced by Wernerfelt, realises the firm as a bundle 

of resources and capabilities that combined develop competencies. Resources and 

capabilities constitute the base for the formation of sustained competitive 

advantage” (Progoulaki & Theotokas, 2010, p. 575).    
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The RBV has become one of the most popular theoretical frameworks in the study of 

management and holds that CA is achieved through a combination of valuable, rare, 

imperfectly imitable, and non-substitutable resources (VRIN) (Delery & Roumpi, 

2017). It is said that the VRIN resources within a Company are the indicators that 

allow a Company to achieve SCA (Barney, 1991).  

Some resources do have the ability to attain a SCA but in order for that to be so, they 

must have four characteristics: 

1. Valuable – they are able to exploit opportunities and/or neutralise threats in 

a firm’s environment 

2. Rare – among the firms current and potential competition 

An example of a Company that has achieved rarity is Nordstrom. A typical retail 

industry is characterised by requiring a moderate level of skill which is often 

associated with high levels of employee turnover. Nordstrom created a strategy 

which allowed them to attract talent from groups who were recently graduated with 

an interest in retail which was then incentivised so that employees were receiving up 

to twice the standard level of compensation of that is deemed industry standard 

allowing them to take a homogenous labour market and use it to their advantage in 

order to achieve a CA (Barney & Wright, 1998). 

3. Imperfectly imitable – cannot be easily replicated 

Imperfectly imitable is an important factor in the theory as CA can only be gained if 

a resource cannot be obtained by other firms and they also do not currently possess 

them (Barney, 1991). Barney also discusses some reasons why resources can be 

inimitable, firstly that they may be based upon historical conditions, secondly that 

there may be a degree of social complexity (SC) or thirdly that the link between the 

CA and the firm is causally ambiguous.  

An example of historically dependant resources would be an organisation that has 

developed a certain culture which has been carried through from the founding 

stages, an organisation which was founded in a different time period cannot obtain 

the same culture, which may be down to the values and beliefs of that time period 

being significantly different and as such it is imperfectly imitable (Barney, 1991).  
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Different examples of SC have been described throughout research in terms of 

resources which may generate a CA, from the reputation of the firm among 

customers and suppliers to culture and interpersonal relations amongst teams 

(Barney, 1991).  

Southwest Airlines have been described as a Company which has successfully used 

the SC of the firm to their advantage, it is effectively the culture of the firm that 

customers are buying when they decide to travel with Southwest (Barney & Wright, 

1998). Other airlines have tried to copy their culture but they now believe it is 

inimitable. 

Even in firms which are in the same industry can have considerable differences for 

example in terms of production, these differences can be either positive or negative 

but either way, it is not always possible for other firms to replicate (Boxall & Purcell, 

2000). The aim for the firm then becomes creating a method in which these resources 

are utilised as an advantage and at the same time ensure that competitors in the 

market are thwarted from coping or substituting the advantage (Boxall & Purcell, 

2000).         

If resources are both valuable and rare but are easily imitated then they can only be 

considered to be a source of temporary advantage however if they are not easily 

imitated they have the ability to provide the Company with SCA only if the firm has 

the ability to arrange its resources so that they can be exploited (Barney & Wright, 

1998).   

4. Substitutability – that substitutes which can be deemed to be the equivalent 

strategically for this resource that are valuable but neither rare or imperfectly 

imitable (Barney, 1991).  

Examples of the substitutability may be a firm that performs to a high level due to a 

top management team versus a firm that performs to a high level due to similar set 

up that may not match exactly what the initial firm had in terms of resources (Barney, 

1991).  

Firms may have the ability to create other options which rather than imitating, 

substitute for or replace methods used by competitors (Barney, 1986).  
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In comparison to Porters Five Forces Model, the assumptions made within RBV are 

that first, heterogeneity may be long term and second, resources may not be 

perfectly mobile (Barney, 1991). Wright argued that it is not possible for HR resources 

to be VRIN (Delery & Roumpi, 2017). 

Some have suggested that it has not been examined how resources or skills evolve 

from simply existing within the organisation to becoming a CA through effective 

utilisation (Davis, 2019). It is thought however that it is the combination of these 

resources working together that can lead to SCA and not necessarily the individual 

policies and procedures, an example being team interaction that occurs as a result of 

the policies and procedures. In addition, what develops over time as a result such as 

systems or interconnected processes may be become unique to the firm and 

influence the creation of skills (Barney, et al., 2001). 

Davis added that it is easier for organisations to achieve RBV if they are recruiting for 

VRIN from the beginning instead of trying to create it later (Davis, 2019). This 

suggests that Companies which are looking to attain SCA through the use of RBV 

should be attracting and recruiting talent based on a VRIN framework. One author 

explained that an organisation may be able to gain CA by validating the qualifications 

of employees responsible for training and then ensuring that the actual resources 

used in training are VRIN (Davis, 2019). 

There has also been discussion on the point that the SCA of a firm may not remain so 

forever. There are factors which affect it and are outside of the control of the firm 

including customer preference and technological advantages and as such diminish 

the value that the capabilities and resources were creating (Barney & Mackey, 2016). 

It is said that temporary CA may be achieved if a resource is classified as rare whereas 

if it is not, it is deemed to be competitive parity (CP) (Barney & Mackey, 2016). This 

does not mean that if they are not rare they should be stopped or removed as they 

would become a competitive disadvantage (CD). 

Long competitive advantage may be achieved where a resource has a high cost 

associated with imitation or substitution (Barney & Mackey, 2016). There needs to 

be a reason why another Company is not able to imitate or substitute the resources 
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if they are to be either a temporary or sustained CA along with being able to add 

economic value  (Barney & Mackey, 2016). 

Others researchers have said that rare and valuable resources can be imitated by 

competitors over time and as such can only add to short term competitiveness 

however, complete systems which are interconnected are not so easily imitated 

(Progoulaki & Theotokas, 2010).  

HR should work in order to provide the company with systems, polices and processes 

which will deliver resources that are valuable and rare but not easily imitated by 

other Companies (Barney & Wright, 1998). An example being that HR are responsible 

for developing and maintaining a culture of trust and teamwork in which employees 

are committed to delivering service excellence or superior products (Barney & 

Wright, 1998). 

If HR policies and practices are a source of CA, they may only remain so until another 

Company imitates them however even if they are no longer a source of CA, they may 

be a source of CD if they did not exist (Barney & Wright, 1998).  

The importance of good management is emphasised with it being noted that even 

employees who are rare and inimitable will be a wasted resource if their potential is 

not recognised and acted upon by the Company (Davis & Simpson, 2017). In order to 

stabilise trust and the feeling of employment security, organisations should devote 

resources to maintaining the firm’s relationship with employees to prevent the loss 

of the valuable and rare HR characteristics (Progoulaki & Theotokas, 2010).  

Managers should also work to consistently evaluate their resources as value can shift 

over time, resources classified as valuable may not always be so, where as non-

valuable may shift to valuable (Barney & Mackey, 2016). This has the potential to be 

an important point for talent development and succession planning. 

Attention has also been drawn to resources which are not rare. These resources are 

also important as they ensure that the business is not at a CD by ensuring that there 

is CP amongst firms (Barney, 1991). An example being where a Company chooses not 

to use a very high standard of recruitment and selection practices, this would see 

them at a CD in terms of other firms in the industry which do (Barney & Wright, 1998).  
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Criticisms of The Resource Based View 

Godfrey and Will argued that there are considerable issues with the RBV as most of 

the resources are intangible, leading to difficulties with measuring and as such leave 

methodological challenges (Barney, et al., 2011). Kaufman added to this by asking 

how useful can the RBV be when there is such little guidance on how to measure the 

value of resources along with there being very little in the way of advising and helping 

managers to establish which resources are actually valuable (Barney & Mackey, 

2016). Demsetz expanded on this when he said that in terms of performance, it is 

often difficult to see why one firm tends to perform better than others (Barney, 

1991). In addition to difficultly in measuring, difficulty in determining exactly how 

rare a resource is, has also been cited amongst literature (Barney, 1991). 

Kaufman criticised the theory stating that RBV cannot be added to SHRM if it is not 

able to provide Managers with a ‘rule for riches’ (Kaufman, 2015). Barney and 

Mackey argued back this point stating that although the ‘riches’ as Kaufman 

describes them cannot just be created that Companies will experience advantage 

through CP (Barney & Mackey, 2016). An example discussed was that of Southwest 

Airlines. If a ‘rules for riches’ existed then other Companies could easily imitate what 

they do and become successful. That, however, is not the case as many competitors 

have failed to imitate the Southwest Airlines model successfully which can be down 

to many factors including inflexibilities from prior investments or lack of 

complementary resources (Barney & Mackey, 2016). Kaufman also argued that in 

terms of further work on strategic HRM, that the RBV could not be considered as it 

was not an appropriate theoretical model (Barney & Mackey, 2016). 

RBV has also been criticised for implementation difficulties with turning RBV into a 

practical application and describing how resources are able to transition from 

existing into becoming sources of SCA (Davis, 2019). It seems there is no clear 

direction how to achieve SCA through RBV. 

Firms are not able to test which resources bring them CA as there may be many 

reasons for it with other potential explanations. As such the idea that SCA or CA can 

be achieved through RBV is one which sometimes can be quite vague  (Barney, 1991). 

This may also be problematic for Companies which are looking to imitate the 
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resources in that often it may not be obvious what exactly is the reason for SCA within 

a firm (Boxall, 1996). An example being when Continental Lite and United Airlines 

attempted to imitate Southwest Airline (Barney & Wright, 1998). It seemed to be 

obvious what they needed to imitate but they failed perhaps because their own 

culture could not support the strategy they were trying to implement or because 

there were other factors contributing to the Southwest Airline strategy that they 

were not aware of.  

Kaufman expanded on this, criticising RBV for not clarifying that rareness and 

inimitability only become important once it has become apparent that there are 

resources of value while Barney and Mackey argued this is not the case and this point 

has been addressed in other RBV texts (Barney & Mackey, 2016).  

There have been few studies which explore the effect of RBV in the context of SHRM 

(Boxall & Purcell, 2000). 

David Ulrich’s Business Partner Framework 

David Ulrich developed the business partner framework of HR based on two axis, 

strategic and operational which comprised for four different roles that HR may hold 

in the firm, strategic partner, administrative expert, employee champion or change 

agent (Francis & Keegan, 2006).  

1. Strategic Partner – Strategy formulation and execution is the key outcome of 

this role, working with line Managers to ensure achievement  

2. Change Agents – responsible for ensuring that both transformational and 

culture change occurs through the change strategy 

3. Administrative experts – Improvements to processes and procedures 

increasing productivity by finding a better way of doing things 

4. Employee Champion – combines the operational side of HR with a specific 

focus on people 

In this model, HR collaborates with the line managers coaching them through the 

people management aspect in order to deliver value to the firm (Caldwell, 2003). The 

purpose of the framework also aims to release HR from the day to day administrative 
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tasks and transactions, supporting it in delivering better value to the business 

(Francis & Keegan, 2006).  

The strategic partner role is becoming increasingly popular with HR practitioners 

however it has also been addressed in the literature that those aiming to advance 

their career, often in favour of the strategic partner role, have abandoned the role of 

employee advocate (Keegan & Francis, 2010).  

It has been argued that in redirecting HR towards a strategic role, there is less 

opportunity for employees to liaise directly with HR as they step back from the 

transactional work (Francis & Keegan, 2006). This results in line managers often being 

responsible for areas and tasks which were previously that of HR, bringing up the 

question of how effectively the work is now being done given the demands on line 

managers in terms of time (Francis & Keegan, 2006). An additional point to consider 

is that line managers may not only be limited in terms of time but may actually not 

be interested in completing this work and employees may then lose trust in HR in 

terms of them being an advocate for their needs (Francis & Keegan, 2006).  

The Employee Champion should be able to effectively represent both the employees 

needs and management agendas in order to avoid extreme alienation from being 

affiliated to closely to either one side or the other (Francis & Keegan, 2006). 

Criticisms of the Business Partner Model 

Two main criticisms of the theory have been the reduction in accessibility to HR for 

employees and alongside a disconnection in terms of operational and strategic 

mindsets (Francis & Keegan, 2006).   

HR have held the role of duty of care to the employee which this model does not take 

account of and seems to be reducing (Keegan & Francis, 2010). The question that 

needs to be addressed is that if HR is not the advocate for employee needs then who 

will be? If employee needs are not being met, then what is the impact in terms of 

performance and in turn any competitive advantage for the Company.  
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The Best Practice Model 

The theory of best practice (BP) suggests that in order to improve the performance 

of a Company, that the organisation must adopt certain practices,  

Seven key practices had been advised by Jeffrey Pfeffer in 1998 which had initially 

come from a list of 16. These practices were, 

“employment security, selective hiring, self- managed teams/teamworking, high 

compensation contingent on organisational performance, extensive training, 

reduction of status differentials and sharing information” (Wilkinson, et al., 2017, p. 

42) (Boxall & Purcell, 2000, p. 189).  

Four main practices have been associated with the BP approach, being selection, 

training, appraisals and pay (Boxall & Purcell, 2000). Work organisation and 

employee voice is often left out when it comes to the BP model (Marchington & 

Grugulis, 2000).  

Wright argued that in terms of BP, it may be likely that certain businesses perform 

better and as such they have the resources to invest more in to their practices and 

that actually it may not necessarily be a result of those practices that the business 

performs well (Wilkinson, et al., 2017). It has also been suggested that the cost 

associated with these practices may not be feasible for every business. Transport and 

Logistics would be a prime example of this where these is a large headcount in terms 

of the driver pool and as such the organisation would not be able to afford to invest 

in all of these practices with such a large headcount (Wilkinson, et al., 2017). There 

are differences in terms of occupational group and it is not always necessary to apply 

the same principles of ‘good HRM’ universally amongst them (Boxall & Purcell, 2000).  

Firms will vary due to cultural differences, traditions which may be ingrained in the 

firm or market regulation and as such, one standard set of universal HRPs is thought 

unlikely to be successful (Boxall & Purcell, 2000). If the policies say one thing but the 

actions of the firm do not match to the policies, there is potential to cause unrest 

amongst employees, ensuring that the actions of the firm match the policies and 

procedures will reinforce the strategy (Grant, 1999).  
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The Best Fit Model 

The best fit (BF) theory is different to the BP approach and suggests that any HRP are 

very much dependant on the fit between them and the internal and external 

environment of the organisation (Wilkinson, et al., 2017). This would be similar to 

the earlier discussed point of ensuring that the HR Strategy is fully aligned to the 

organisation strategy in order to improve business performance (Wilkinson, et al., 

2017). It is suggested that best fit is when the HR Strategy for the organisation is 

aligned in terms of the specific organisational and environmental context (Boxall & 

Purcell, 2000). 

Baird and Meshoulam add to this point stating that it must also fit the current stage 

of development for the organisation which they say is vertical fit but can be known 

as external fit (Baird & Meshoulam, 1988). They also refer to the need for internal fit 

within the organisation and in particular that the chosen processes and policies 

complement one another to form a coherent system known as horizontal fit (Baird & 

Meshoulam, 1988). 

Where there are high costs or numbers of employees in a firm, productivity within 

the firm may be achieved through careful recruitment trying to select people that 

‘love the gear’ (Koch & McGrath, 1996).  

Some examples of BF include Porter, Miles and Snow and Schuler and Jackson 

(Wilkinson, et al., 2017).   

Miles and Snow 

The model developed by Miles and Snow suggests that in order to attain CA, that a 

firm should link their HR Strategy to one of three potential business strategies (BS): 

1. Defenders – generally direct their hr strategy towards internal pay equity and 

internal process orientated training in line with a narrow and reasonably 

stable product line 

2. Prospectors – innovation is key in the firm and products are prone to change 

and in order to ensure there is a continual flow of it throughout the 
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organisation, the HR Strategy will focus externally ensure market pay equity 

and results orientated compensation  

3. Analysers – Have both changing and stable products and as such the HR 

Strategy will require the need to focus both internally and externally 

(Wilkinson, et al., 2017). 

Michael Porters Generic Strategies 

Michael Porter developed the theory of generic strategies for CA in 1985 (Boxall & 

Purcell, 2000). The model attempted to link CA to the product and market within 

which the Company operated (Chopra, 2017). 

(Schuler & Jackson, 1987) said that there are behavioural implications for the generic 

strategies and in order for a Company to achieve them they must ensure that the 

HRP are able to reinforce the behaviours and that there may be an opportunity to 

improve the performance of the firm if the HRPs selected are able to reinforce the 

strategy choice of the company in terms of cost leadership, differentiation or focus 

(Boxall & Purcell, 2000). 

1. Differentiation – otherwise can be referred to as the innovation strategy 

attempts to provide the firm with a CA through products or services that are 

different or unique in some way to those being offered by their competitors 

2. Focus/Quality Enhancement – is to gain CA through providing a product or 

service at a better quality or higher level of service than competitors 

3.  Cost leadership/cost reduction – aims to lead the market in terms of being 

able to provide a product or service at the lowest price (Schuler & Jackson, 

1987).  

The Generic Strategies acts as a base for their work on linking the HRP to the generic 

strategies.  

Schuler and Jackson 

Schuler and Jackson suggested that businesses would need to adapt the HRPs in 

order to achieve one of three of Porters generic strategies, cost leadership, 

innovation, or quality enhancement (Wilkinson, et al., 2017). This method provides a 

general direction of the policies that a Company should follow having adopted a 

certain competitive strategy (CS) in relation to key areas such as pay, training, 
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development, recruitment and selection and the type of investment in skills and what 

skills.   

To follow an Innovation Strategy, it is said that a Company should seek the following 

employee behaviours; 

1. A high degree of creative behaviour 

2. A longer-term focus 

3. A relatively high level of co-operative, interdependent behaviours 

4. A moderate degree of concern for quality  

5. A moderate concern for quantity 

6. An equal degree of concern for process and results 

7. A greater degree of risk taking 

8. A high tolerance for ambiguity and unpredictability (Schuler & Jackson, 1987).  

An example of a Company doing this is 3M. They allow their employees to spend up 

to 15% of their working time on their own projects as they are following an 

innovation strategy and have put this measure in place so that their team has the 

time to spend on innovative projects (Schuler & Jackson, 1987).  

To follow a Quality Enhancement Strategy, it is said that a Company should seek the 

following employee behaviours; 

1. Relatively repetitive and predictable behaviours 

2. A longer term or intermediate focus 

3. A modest amount of co-operative interdependent behaviour 

4. A high concern for quality 

5. A modest concern for quantity output 

6. High concern for process 

7. Low risk-taking activity 

8. Commitment to the goals of the organisation (Schuler & Jackson, 1987).  

Xerox is a Company which follows a Quality Enhancement strategy and in order to 

link their HRPs they have put in place opportunities for teamworking, alongside 

flexible job descriptions, while all employees have autonomy in terms of their role 
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and the associated responsibility followed up with feedback systems to ensure that 

any issues or potential improvements can be captured (Schuler & Jackson, 1987).  

To follow a Cost Leadership Strategy, it is said that a Company should seek the 

following employee behaviours; 

1. Relatively repetitive and predictable behaviours 

2. A rather short-term focus 

3. Primarily autonomous or individual activity 

4. Modest concern for quality 

5. High concern for quantity output 

6. Primary concern for results 

7. Low risk-taking activity 

8. A relatively high degree of comfort with stability  

Examples of cost cutting include a reduction in the number of employees and a 

reduction in wage levels leading to an increase in productivity. Where it is not 

possible to reduce costs in the current base, it may be possible to move the labour 

to other site or countries where the cost of wages is cheaper (Schuler & Jackson, 

1987). 

It is thought in the research and through many case study examples that the success 

of a firm in achieving their CS does not hinge solely on the HRPs but it has been noted 

as a critical factor that Companies need to adapt their HRPs (Schuler & Jackson, 

1987). 

Criticisms of the Best Fit Approach 

The needs of the organisation should be aligned to the interests of the employees. 

There will usually be some legal requirements and prevailing social norms and it is 

said that the theory does not recognise either of these points (Boxall, 1996).  

The CS is one of great complexity, the BF approach has been criticised for not 

explaining that (Boxall & Purcell, 2000).  
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There is ongoing environmental change and Boxall suggests that rather than as the 

strategy suggests, implementing the human dimension of any strategy, there should 

be more than this done, taking into consideration the dynamics (Boxall, 1992).  

The fourth criticism of the model is similar to ensuring that there is internal fit 

between the policies and practices but to analyse combinations of such to ensure 

that there are none working against one another or that they are an opposite in 

nature (Boxall & Purcell, 2000).  

Purcell argues against the theory stating that organisations that are trying to 

implement a BF approach are essentially chasing a dream (Wilkinson, et al., 2017). 

Conclusion 

What does seem to be clear from reviewing the literature is that there is no one single 

framework to be followed in terms of achieving CA through the HR strategy but it 

also cannot be denied that each framework holds its own merits and contributes 

significantly to the field.  

What does seem to emerge from the literature is that often Companies will have 

different practices or strategies for different groups of employees and that in order 

to be successful in achieving CA, the HR strategy and associated practices should be 

linked to the BS in order to support and maximise any potential impact.  

The level of input from HR in creation of the business strategy also has an impact 

upon the potential that the HR strategy can have on the business with it important 

for HR to have a seat at the table in terms of strategy formulation.  

HR policies and practices should not be looked at in isolation and it is important that 

a firm is able to consider how these may be perceived by employees and the type of 

reaction to be expected. There has been significant research on the topic of trust as 

a mediator which upholds the theory that generally more successful outcomes will 

be delivered in firms where trust is present between managers and employees.  

Should trust not be present, the outcomes are not the same and not as successful.  

Porters Five Forces Model in relation to competitive advantage and focused solely on 

external fit considering the environment and the market of which the Company 
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operates within giving no consideration for the internal resources or structure of the 

Company.  

Barney changed the school of thought arguing that CA was internal in the form of the 

firm’s own resources through the RBV. It has been hailed as one of the most 

important models in terms of HR strategy and CA and claims that a firm can achieve 

CA through the VRIN model, although not without its criticisms either. Many have 

questioned the ability of HRP to ever be or remain as CA although other authors have 

argued back that it is the bundles of HRPs and outcomes of those bundles that are 

the CA rather than the individual practices. There have however been significant 

difficulties in trying to measure and prove the theory.  

Ulrich’s model also focuses internally on the organisation but is silent in terms of 

using it to generate CA. Francis and Keegan discuss the removal of HR from frontline, 

transactional work with employees and the effect on them and potentially the 

business in turn. It could be argued that Ulrich has already identified this issue in the 

model and created the role of Employee Champion. It is however thought that due 

to popularity and career boosting prospects that it is the role of the Strategic Partner 

that is sought after which may leave the role of Employee Champion somewhat 

neglected.  

The BP Model has identified 7 key HRPs that should be implemented. This model has 

not been as popular due to several criticisms. The first being that the cost of these 

practices is unfeasible for all firms. Secondly, it is unlikely that these 7 key practices 

will fit across all industries, companies and employee groups.  

The BF Model is given some greater merit, being popular with different authors who 

have created their own variation, the most notable one being that of Schuler and 

Jackson which is grounded on Porters Generic Strategies model. The criticism of this 

framework includes not taking account of the complexity involved in firms with 

Purcell noting that this model is not realistic.  

The research on the topic suggests that a competitive advantage generated by the 

HR strategy will likely be as a result of the complete systems which are formed as a 

result of the HRPs rather than as a result of individual policies or practices 
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themselves. This research aims to seek confirmation that it is in fact the bundles or 

outcomes of these bundles that can create CA within a firm. It also aims to support 

the research that proposes that the CA of a firm can be a rather complex blend of 

many different areas including culture, HRPs, good management and mediated by 

trust between employers and employees. All of these areas link together and in effect 

create a type of “perfect storm” which is in itself inimitable. While HR is not solely 

responsible for the CA of a firm, this research aims to argue that it does significantly 

contribute towards the creation and upholding of the CA.  
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Chapter 3 - Research Question 
The research question to be answered in this dissertation is to investigate whether 

or not the HR Strategy can lend itself to the CA or SCA of a Company operating with 

the Transport and Logistics Industry within Ireland. It does not seek to prove or 

disprove that a Company does or does not hold either a CA or SCA. 

It also aims to support the research that proposes that the CA of a firm can be a rather 

complex blend of many different areas including culture, HRPs, good management 

and mediated by trust between employers and employees. All of these areas link 

together and in effect create a type of “perfect storm” which is in itself inimitable. 

While HR is not solely responsible for the CA of a firm, this research aims to argue 

that it does significantly contribute towards the creation and upholding of the CA.  

Overall Objective 

The overall objective is to investigate whether the HR strategy can lend itself to the 

CA of a Company operating with the Transport and Logistics industry in Ireland. 

Research objective 2 

The second objective of the research is to look at whether a CA can accurately be 

described by those within a Company or whether certain elements will remain 

unexplained. Within this objective, the aim would be to determine whether the CA 

of the Company could be imitated easily or whether for those seeking to imitate it, it 

would be difficult.  

Research objective 3 

To investigate whether culture has an impact on the CA of a company and whether 

Company culture is affected by the HR strategy essentially questioning whether 

culture is one of the key HR areas that can lead to CA.  

Research objective 4 

To investigate whether the levels of trust between Manager and Employees impact 

upon the success of new policies and procedures that may be brought in as a result 

of the HRS. This is to say that the HR strategy is not looked at in isolation but the 
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success or failure of any strategy may be down to employee perceptions and the 

relationships within the firm that may make a huge impact. 

Research objective 5 

To determine whether a lack of HR strategy could be classified as placing the 

Company at a competitive disadvantage 

Research objective 6 

To query whether at all levels of the organisation, the purpose of HR is to represent 

the interests of both management and employees which could impact upon levels of 

trust within the organisation 
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Chapter 4 - Methodology 

Research Sample 

The research sample has been selected from a group of employees covering all levels 

including Director, Senior Manager, Middle Manager, Team Leader and Non- 

Managerial employees within three different Irish Transport and Logistics 

Companies. The Companies are a mixture of both family run and internationally 

owned firms.  

A sample of employees from all the Transport and Logistics Companies in Ireland 

would have been too large. Inclusion criteria is that the employees must be a current 

or past employee of the Company with at least one years’ experience in the Logistics 

or Transport sector. Provided that all the inclusion criteria are met, there will be no 

exclusion criteria. 

The target population of the research was to interview as many individuals as 

possible from various levels within the organisations however due to time 

constraints, individuals were selected from the population of each Company that 

would accurately represent the views of those across the Company. The participants 

selected were those who the researcher believed could make meaningful 

contributions in the areas of HR Strategy and CA. Nine participants were selected in 

total. Accessibility was checked early on in the research to ensure that there were 

participants available to the researcher to take part.  

The type of sampling that has taken place was that of non-probability sampling as it 

is not possible in this case to ensure that everyone within the population has an equal 

chance of being selected as they are being handpicked to represent the population 

(Quinlan, 2011).  

The proposed participants were invited to take part in the research via email 

(Appendix 1). In this email, they were issued with a copy of the Participant 

Information Sheet (Appendix 2). They were also issued with a copy of the questions 

that would be asked during the interview in order to prepare (Appendix 3). 
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Research Instrument 

 

Figure 1 The Research Onion 

 

1. Interpretivist Philosophy 

In this research, it is the opinion of the researcher that the truth in research is 

determined by the individual opinions of those taking part leading to a mostly 

subjectivist stance. 

The research project is based on subjectivist assumptions based on the grounds that 

the reality of the truth is based on the perceptions and actions of those in the social 

situation (Saunders, et al., 2019). 

 The research will be based in an interpretivist approach. Interpretivism holds that, 

“the important reality is what people perceive it to be” which brings about descriptive 

data (Heath & Tynan, 2010, p. 157).                                                                                               

Interpretivism holds that the social and human world cannot be studied in the same 

way that physical beings as the SC of humans and the way they view the world can 

lead to meaning (Saunders, et al., 2019). During the research, using an interpretivist 
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approach it is assumed that different groups of employees will perceive things 

differently and as such will have different opinions, thoughts and views which may 

lead to different results within groups or even within individuals throughout the 

research.  

2. Inductive Approach   

The approach to theory will be inductive in that it aims to gain an understanding of 

the way in which the social world is perceived. The deductive approach does not 

follow this and as such would not make for a suitable approach for the purposes of 

this research. Induction supports a more unstructured approach to research allowing 

the researcher to perhaps uncover additional information or reasons for what was 

previously believed to be true. In induction, the researcher must sift through and 

decipher the data collected and is usually matched with qualitative data which 

generally works well but also takes account of the context in which the data has been 

collected. The conclusions formed as a result of inductive research may be able to 

point the researcher back towards the appropriate theory. An inductive approach is 

also likely to be completed by interpretivists.  

 

3. Mono method qualitative   

In this project, the researcher will use a mono method qualitative research strategy. 

Qualitative research focuses on words rather than numbers or can also be described 

as non- numeric data whereas the quantitative approach has been described as 

numeric data (Quinlan, 2011). Qualitative research has been known to be able to 

assist with developing a more profound theoretical perspective or enhancing or 

adding to existing literature. 

 

Meaning has the ability to be found by studying the responses or images rather than 

numerical data and may be able to identify the relationships and meanings amongst 

the data (Saunders, et al., 2019).  

Throughout the research process, it is possible that the direction, or questions may 

shift depending upon individuals’ perceptions and or responses and it is said that 

often qualitative data may be paired with non-probability sampling. The data is not 
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usually in a standard format but following completion it may be then be reviewed 

and categorised in order to create meaning and derive patterns from the data 

(Saunders, et al., 2019).  

The research will be carried out using a semi structured interview technique. 

Interviews have been commonly associated with qualitative research and 

interpretive philosophical frameworks (Quinlan, 2019).  

Structured interviews tend to be made up of closed questions. Closed questions have 

been defined as, 

“questions that elicit a defined limited range of responses, e.g. yes/no. Often used to 

establish factual information” (Quinlan, 2019, p. 254). This type of questioning is not 

suitable as it does not allow for in depth exploration of the topics. 

Open questions are more likely to be used in a semi structured interview setting 

being described as, 

“used to explore understandings, feelings and beliefs. Usually require thought and 

reflection on the part of the respondents. Tend to generate relatively long responses” 

(Quinlan, 2019, p. 254).  This type of questioning is suitable as it allows the 

respondent to answer the question without restriction as to what type of answer 

may be given. 

There are various different types of interview technique which may be used including 

one to one interview, group interview, telephone interview, online interview or 

photo elicitation interview (Quinlan, 2019). The interview will be carried out using a 

mix of face to face interviews and virtual interviews using Microsoft Teams. The 

interviews that have been carried out on a face to face basis have been held in the 

office. The team are currently working in the office and it was possible to complete 

interviews in a safe manner using social distancing, PPE and ventilation. In both cases, 

it is possible to complete the interviews in a private setting so that participants do 

not have to be concerned about being overheard or amending their views. 

The reason that the research will be completed using interviews is that this topic can 

branch out in many different areas with multiple viewpoints. The researcher would 
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like to be able to explore the topic in depth with the interviewees. Interviewing 

allows the opportunity to explore topics in greater detail, gaining deeper 

perspectives and discuss more complex questions. It also allows the opportunity to 

explore the subjective and personal experiences of the interviewees. Other 

researchers have also used interviewing as a technique when researching this theory 

(Davis & Simpson, 2017) (Progoulaki & Theotokas, 2010). 

Benefits of using a semi structure interview technique includes developing rapport 

or a comfortable and communicative relationship with the participants. The 

interviewer also has the opportunity to observe the body language and their 

expressions to questions or answers that they give (Quinlan, 2019). During a face to 

face conversation, the researcher can probe responses in a gentle and delicate 

manner and interviewer is the sole focus and the participant has space and time to 

reflect or explain their perspectives.  

Disadvantages include the time required and bias, the potential for the interviewer 

to lead or influence the responses given by the participant (Quinlan, 2019).  

Bias has been defined as,  

“Anything that contaminates or compromises the research or data” (Quinlan, 2019).  

4. Research Strategy 

The strategy used in this research is that of case study. Case study research allows 

for a particular phenomenon to be researched in depth (Saunders, et al., 2019). This 

is a suitable choice for the topic in question as it aims to look at HR Strategy in depth 

in the context of competitive advantage. Case study research has been identified as 

useful when seeking to research a topic in a particular context (Saunders, et al., 

2019).  

5. Time Horizon   

A cross sectional research study is one in which the phenomenon in question is 

observed or researched at a particular point in the time rather than across a scale of 

time which would be considered to be a longitudinal study (Saunders, et al., 2019). 

The length of time assigned to this project does not support a longitudinal approach 



33 
 

and it is also possible that a longitudinal approach would only show a different 

outcome as changes in HR strategy or trends occur or develop over time.  

Data Analysis 

 

Figure 2 The Data Analysis Process 

 

The data will be analysed through four stages of analysis (Figure 2) (Quinlan, 2019).  

Firstly, the research will layout the data and begin to describe what appears to be 

evident within the data that has been collected. In the second stage, the researcher 

has attempted to interpret what it is that the data is saying followed on by the third 

stage in which the researcher works out what the potential conclusions are based on 

the interpretations which have been drawn and what meaning is there, within the 

data for the industries which are being researched. In the fourth stage, the 

conclusions are measured against the information collected during the literature 

review in order to determine whether it fits with the theoretical frameworks or 

potentially contradicts it or perhaps could be a combination of findings (Quinlan, 

2019).  

The data will be analysed using Thematic Analysis which has been used in order to 

identify themes or patterns by coding the data in a matrix (Appendix 4) (Saunders, et 

al., 2019). Once themes have been identified, the researcher will aim to begin telling 

the story that these themes represent. The data will be the interview transcripts 

(Appendix 5) of the oral testimony of the participants.  



34 
 

The data will be held in digital format on a password protected computer. The 

individual documents will be password protected. The participants names will be 

redacted and replaced with a number in order to anonymise their identity. The 

document which holds the number linking to the participants name will be password 

protected. 

Pilot Study 

A pilot study was completed on the first two participants. During this study, it was 

found that the researcher was perhaps more focused on taking notes than 

interacting with the interview. A conscious and deliberate effort was then made 

going forward in order to ensure that the responses and listening to those responses 

was the key focus. Notes were adapted to bullet point format with the back-up of 

the recorded audio testimony of the participants.  

Ethical Considerations 

The researcher has considered whether the participants may suffer any disadvantage 

as a result of taking part in the process and the answer to this question was that they 

would not. This research discusses HR as a function and does not aim to delve into 

the performance or otherwise of the people holding that position within the 

Companies in question.  

As the research relates to CA of companies which is most cases has been hard won 

throughout previous decades, the decision was taken to anonymise the Company 

names and any further information which may direct towards suggestions that 

certain companies had taken part.  

All participants had their names redacted in order to protect their identity and any 

potential outcomes as a result of their opinions or taking part in the research. All 

participants were issued with a consent form (Appendix 6) and informed of their right 

to refuse or withdraw consent throughout the process. They were also advised of the 

process of confidentiality and that their data would be protected throughout the 

research and that it would be disposed of and at what period.  

Limitations 

There are some limitations to the research that has been completed.  
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There was not a like for like research completed across all companies and in some 

cases, there were less or more participants from certain companies.  

It also should be considered the different approaches taken by an international 

company versus a family run business and perhaps the resources that are available 

to that Company. This research also does not aim to accurately reflect the transport 

and logistics industry in its entirety as there was only a handful of companies 

selected. The research however does aim to identify whether the existing research 

on the topic can be applied and is relevant for the transport and logistics industry.  
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Chapter 5 - Findings and Analysis 

Introduction 

In this research, nine participants from three different transport and logistics 

companies were interviewed. They were all asked the same questions however 

certain areas were probed further based on how they answered.  

The aim of the research is to investigate one overall research objective and a further 

five that branch out. The research investigates specifically the transport and logistics 

industry in Ireland.  

Findings and Analysis 

Establishing Background and Context 

In the interview, the first three questions were designed to establish background, 

context and experience levels of the candidates participating.  

1. Select your occupational category: 

The participants ranged from non-managerial up to Director. Six of the participants 

were Senior Managers or Directors.  

2. How many years’ experience do you have in the Transport or Logistics 

sector? 

The years’ experience of the participants ranged from 2.5 years to over 30 in some 

cases. Three participants had over 20 years’ experience in the industry with a further 

two falling into the 10-20 category.  

3. How many years have you been employed in the organisation 

One interesting finding that emerged from the research was that in all but two 

participants, their experience level came from the organisation they currently work 

in, meaning that outside of this current organisation, they do not have experience in 

other transport or logistics companies. 
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1 Overall Objective - HR Strategy as a Source of Competitive Advantage 

The questions 4, 5, 12 and 13 were designed to support the overall research objective 

which was to investigate whether HR Strategy can lend itself to the competitive 

advantage of a Company operating within the Transport or Logistics industry in 

Ireland. 

4. Do you believe the HR Strategy is a source of Competitive Advantage to this 

Company and discuss the reason for your answer? 

All participants answered yes, they felt that HR Strategy does act as a source of CA 

within the transport and logistics industry. Some of the key findings that emerged 

during this stage of the research included the difference that HR Strategy can make 

to a team when it is correctly aligned to the business strategy. Some of the key points 

noted by participants included: 

• Better able to match calibre of talent and reduction in turnover 

• Runs parallel to organisational structure 

• Important for workforce planning, reward, recognition, training, 

development, retention and culture  

One participant discussed the consequences of not having a strategic approach as, 

“the downside can be these unforeseen and unrecognised costs, not just financial, 

and we know the cost of replacing leaders and team members in general through 

attrition and the impact it has on the bottom line, but also that on the sense of the 

motivation on the culture, the engagement, based on the fact that people see other 

people leaving and think oh what's going on here and then that other effect where 

people thinking to join the company think oh I hear there's a lot of leavers, what's 

going on there, so the brand is affected in that respect as well”.  

It was noted how important it is for HR Strategy to be not only understood but owned 

at top level, 

“If strategy in HR isn't from the top down isn't understood and owned from the top 

down it can be a thing to do the fold out of the business strategy”.  
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Research suggests that at Full partnership role in the creation of HR Strategy is where 

HR really have the opportunity to make a difference. These points mentioned by 

participants support this.  

5. What key HR areas specifically contribute to the Competitive Advantage of 

the business 

Training, culture and retention were brought up in six interviews with these three 

areas leading as the most important collectively. Recruitment and selection followed 

coming up five times and development of employees mentioned three times. One 

interesting point that emerged was that reward and remuneration was only 

mentioned twice. Other areas that were mentioned just once include talent 

management, engagement, organisational structure, exit, communication and 

analytics.  

One participant mentioned that products are for the most part, the same, 

 “Everyone is trying to deliver the same product, everyone’s trying to deliver the same 

service”.  

One Company that describes having delivered a HR Strategy with great success 

noted, 

“Customers want what we have not what competitor has and that definitely give us 

a competitive advantage. But that comes down to recruiting the right guys, training 

the right guys, paying them properly, giving them development opportunities, giving 

progression opportunities and giving them a proper salary so that they want to stay 

with the business long term”. 

It is interesting to note that this Company mentions the importance of rewarding the 

team correctly in order to retain them. This was not a point that was given great 

importance by other participants in the interviews.  

The literature matches the research that culture can be CA in certain circumstances. 

However, under both the BP and BF model reward is mentioned as an important key 

HRP. The research does not reflect this part of the literature. 

12. The Competitive Advantage of a firm is internal or external to the Company 
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Five participants said that it is both while four said that it is internal to the business. 

While almost all participants seemed to mention that either the people or the culture 

are the internal competitive advantage, it is worth noting that in some cases, where 

the respondents said both, there seemed to be some misunderstanding as to what 

external elements could be classified as such as, 

• Better customer experience 

• Ability to respond to change, adapt the business model 

These are elements that are internal to the Company. Had the participants listed 

these as internal advantages, the results may have been the other way around which 

would lead the results to read as mostly internal.  

One participant discussed external factors, 

“It shouldn't be external, it shouldn't be on factors that are outside of your control. 

For example, if you rely on something outside of your business for something else to 

work fair enough. But if you need that to be successful and then all of a sudden that 

stops, what are you going to do?”. 

During the interview’s participants noted the following as internal CA: 

• Culture, motivation, engagement 

• Culture, competitive ways of working 

• Staff, technological systems 

• People, customer service, team 

• Reputation, goodwill 

• Treatment of people, strategy, culture 

Two main areas dominated the responses, people and culture with others providing 

descriptions that described either the people of the business or the culture. This 

research supports the literature that says that SC and culture can be a source of CA.  

13. The HR Strategy supports the overall Business Strategy 

In all responses, participants advised not only that the HR Strategy does support the 

business strategy but going further with some participants noting that it is vital or 
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that you could not do one without the other. Some of the key terms that were noted 

from the interview are: 

• Missed targets, failures and mismanagement without HR Strategy 

• Culture, ability to pivot, agility 

• Goes hand in hand, fundamental part of the business 

• Must mirror, both rely on each other to be successful 

• Would not work without HR Strategy 

• HR needs to be at the top table 

One participant noted the following, but actually during discussion on question 4 

rather than 13. 

“They were saying were trying to be the best product in the market but what we’re 

trying to do is on a low budget, which doesn’t essentially work and if you want the 

best members who are giving you the best performance for the best abilities, you 

have to pay what you expect for premium service so that caused a lot of problems 

historically when they weren’t working properly with HR and didn’t really have a HR 

Strategy in place”.  

This point links in with Schuler and Jacksons approach in literature that HRPs should 

match the business strategy. In this case, the Company was seeking to follow a 

Focus/Quality Enhancement Strategy for the business but using a cost leadership/ 

cost reduction strategy for their HRPs which led to misalignment.  

“We went from an average 2019 was the last full year we operate before Corona. So, 

you're talking 2018 and 2017 year on average we were losing a third of our workforce, 

a third of our drivers in peak seasons and that was down to the HR strategies didn't 

match. The wages didn't match the role. The training didn’t match the role, the job 

description didn’t match the calibre of candidates they were getting in, what they 

were offering didn't match role and once they let us align HR strategy to what this 

business actually needed and wanted, we went to 100% retention in 2019”.  

In the case of this Company is seems clear that the alignment of HR Strategy to 

business strategy really changed the team and the competitiveness of the Company.  
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Reviewing the responses, it seems conclusive that not only does HR support the 

Business Strategy but that it actually requires it in order to be successful. Again, the 

results support the literature on the topic that HR strategy needs to be linked to 

business strategy in order to support and maximise any potential impact.  

Conclusion 
It is conclusive that HR Strategy can be a source of CA with the key areas being 

training, culture, retention, recruitment, selection and development as the most 

widely cited areas in the literature. There seemed to be a lack of responses citing 

reward and remuneration as an important HR area however there was an example 

of a Company the suffered badly with reward and remuneration being a key factor.  

There were mixed responses in terms of whether CA should be internal or external 

with the vast majority citing either internal of both with no participants citing 

external. This supports the literature that while Michael Porters Five Forces Model 

still remains important, it has taken a backseat in recent years with the focus shifting 

towards internal factors. Some of the keywords and phrases that came about on this 

topic include people and culture being the CA. The importance of HR Strategy not 

only being understood but owned at top level was highlighted as an area of 

importance throughout.  

The research supports the literature that the HR Strategy supports the business 

strategy with many participants citing it going hand in hand or being vital to the 

success of the business strategy.  

Research Objective 2 - Imitating Competitive Advantage 

The questions, 6 and 14 were designed to identify whether firstly CA can be 

accurately described even by those working in the business. Following on from this 

the aim was to discover whether it could be imitated which links in with finding out 

whether it can even be accurately described in the first place.  

6. If I asked you to describe what the Competitive Advantage of the business 

was in its entirety, what would you say? 

Some of the responses to this question listed the following as the CA of the Company: 
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• People function but the ability to select, train, develop, retain and reward 

appropriately 

• People at its best and not at its best, also people 

• People, teamwork 

• Staff, longevity, cross training 

• Structures and resources 

• Culture 

In 5 out of 9 conversations people was mentioned as the CA: 

 “So really, what distinguishes us from our competitors? It's our people”. 

After that, customer relationships were mentioned three times followed by culture, 

training, development and retention all being mentioned twice. Other areas that 

were brought up once include selection, management, recruitment and structures. 

It appears that while there is some overlap, there also seems to be some differences 

which may be down to the individual’s position, knowledge, awareness or even 

perception.  

When one participant was asked whether they felt they had accurately described in 

full the CA of the Company the response was, 

“So, it's like when you see a balance sheet and goodwill on the balance sheet, there's 

a value on that, but you can't touch it, you can't explain it properly”. 

14. Other Companies, could study what the Company does, replicate it and get 

the same results. Discuss your thoughts on this. 

Culture of the business was mentioned in six of the conversations however it is 

important to note that the following responses emerged on trying to explain it 

further, 

• Certain elements of culture 

• Difficult to replicate 

• They [competitors] would not know 

• Intangibles 

• Certain ingredients 
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While this was the response given, it should be noted the participants themselves did 

not try or perhaps were unable to fully explain it and instead used the above phrases 

to portray the CA in addition to the culture aspect.  

SC was also mentioned with one participant citing, 

“There's a lot of experience there that is made up not just by one individual it’s made 

up by many different hats”. 

One participant discussed the potential for competitors to look at what the Company 

is doing in another question: 

“I mean being the one looking outside and going. These guys are actually doing really 

well, you know, and they don't know what's going on inside the walls. But something 

must be going inside of walls for it to be so successful externally”.  

Both participants 5 and 9 discussed the culture and CA being linked to the founder. 

This will be discussed in further detail later in the research.  

Conclusion 

It appears that it was possible for candidates to describe the CA of the business to a 

certain point but not entirely. Most respondents said that the CA is the people with 

other responses citing customer relationships, training, development, retention, 

selection, management, recruitment, structures or SC. After people, the responses 

seemed to be much more varied with a lot of respondents struggling to fully explain. 

The relationships held by the MD came up as a part of the CA in more than one 

response within respondents from the same Company. It could be said that perhaps 

this could be one of the more obvious elements to those working within that 

particular Company.  

On further probing, it emerged that the CA would not be easy to replicate and that 

culture plays a large role in the CA for all Companies that took part.  

This supports the research by Barney which stated that resources can be inimitable 

when they are based upon historical conditions, are socially complex or when the link 

between CA and the firm is causally ambiguous.  
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Research Objective 3 – Culture can act as a CA and HR Strategy has an impact on 

culture 

The questions designed to investigate this research objective is number 7 and 8.  

7. Do you think that the Company Culture of this business acts as a source of 

Competitive Advantage, please explain the reason for your answer? 

In all responses, participants advised that they felt that Company Culture was a 

source of CA. Some of key insights from the discussions were: 

•  Culture is when you've got an engaged, group of people working together in 

unison towards a common goal and motivated on a personal level to achieve 

that goal. It's a very powerful force. And it literally propels growth and 

momentum in an organisation. 

• The competitive advantage we had was our people and our culture and that 

culture literally got us from you know, a negligible sort of size operator to this 

force to be reckoned with. 

• The company culture is something that you know you can't touch. It's nothing 

tangible, so the way that the culture is from higher up to all the way down or 

vice versa. It is such a vital importance because it sets probably business 

results in a different way. 

• When the culture is right, it feeds down to the people that are on the ground, 

day to day, who represent us as being ambassadors not only for us, but for 

our customers 

• When culture is strong and people go the extra mile and give more without 

expecting anything in return - all for the good of the team and to help the 

team 

One Company that would have went through the process of culture change through 

the years explained the changes they experienced when moving from a first to 

second generation company and the changes that this brought about in terms of 

culture.  



45 
 

 “the culture was very much almost this entrepreneurial type of culture that was fed 

right through from (founder) through the organisation, so people used to come in and 

talk about their wins and those wins created this, it was like this high energy. It was 

like competition with each other, so drivers will be coming in to talk about their sales 

and their customer feedback and their beaming with pride because of sharing it with 

(founder)”.  

“As you get bigger, the challenge there is how to keep that very personalised contact 

between the leader and the team. After, it just never had the same piece. So, suppose 

that thought that always fascinated me. That, how to keep that, how to evolve a 

culture with the size, growth and development of an organisation and keep it at that 

kind of high performance engaged piece”.  

In another organisation which is currently a first-generation Company, it appears as 

though the culture is very much described as what the initial culture would have been 

in the above organisation: 

“And I'm not necessarily sure that you can, you can get that, I think the culture here, 

it has come from, you know, a number of years’ experience as opposed to just 

something somebody thought of on a Monday morning and said, right, that's going 

to be our culture from now on you know, I mean, I've worked here since, you know, 

I've been here 12 years. And I, it's not any different today than it was when I started 

12 years ago, it was still about knowing people's names, knowing how many kids they 

had, you know, asking those questions like, how's the small fella? How's he getting 

on with the football? Like I've seen [Managing Director], say that to people, you know, 

like, the culture is no different, we might have a much bigger team. But it's the exact 

same as the day I started”.  

It seems that certainly cultures which have a tie to the founder have benefits. This 

supports research that states that Company cultures that are linked to the founder 

can have CA as a result. It would be interesting to review the responses regarding 

culture in the second Company once it becomes second generation to see if this is 

something that they were able to hold onto and if so, how.  

8. The Company culture is affected by the HR strategy 
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In all cases, the participants responded that yes, the Company culture is affected by 

the HR Strategy. Some the responses included: 

• Cultural improvements followed from implementing a good HR Strategy, 

prior to that, the culture suffered 

• Top down, owned by leaders at the top, should not fall solely to the HR 

Manager 

• HR Strategy translates down to others what the culture is, they go hand in 

hand 

• The culture didn't start really kind of start growing to strength until we got a 

proper handle HR strategy 

One participant described the culture as; 

“The business organizational plan is the skeleton and the culture is the blood that 

feeds the body and the movement of the organization. So, it's so important that is 

that the HR strategy isn't seen as something else that like a piece of clothing you put 

on”.  

 

Conclusion 

The responses support the literature and the research objective in both points in that 

culture can be source of CA but also that it can be affected by the HR Strategy. The 

follow on from this is that culture is one of the key areas of HR Strategy that 

contributes to CA.  

This links back to the results from question 5 and the results from the overall research 

objective where, when the participants were asked what the key areas of HR that 

specifically contribute to CA, that culture came out on top. Research completed by 

Barney and Wright suggest that HR are responsible for maintaining a culture of trust 

and teamwork so that employees are committed to delivering service excellence or 

superior products (Barney & Wright, 1998). The results of this research also support 

the need for an Employee Champion in Ulrich’s model. Surely a culture of trust and 

teamwork cannot be delivered with HR disconnected from the frontline.  
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In the cases of two companies, it seems that the initial culture was generated and is 

strongly tied to the founders. The HR strategy, it appears contributes to and carries 

this throughout the company ensuring those values continue on. It may be question 

whether in the case of the second-generation Company, somewhere along the lines 

the HR strategy failed to carry those values on into the next generation of the 

Company or whether it was other factors that changed the culture.  

 

Research Objective 4 – Trust Between Managers and Employees Impacts upon HR 

Strategy 

Question 11 was designed to investigate this research objective. 

11. The level of trust between Managers and Employees impacts upon the 

success or failure of new practices, policies or procedures 

In all cases participants discussed the importance of the employee having trust in 

their Manager.  

Some key insights include; 

• People leave people, not jobs 

• No trust, it’s not going to work 

• Trust is vital, transport and logistics businesses are built on trust 

In certain cases, participants discussed that hand in hand with trust is that managers 

are able to explain their reasons for change and ensuring that employees understand 

the reasons behind it, is a key feature of successful change or implementation.  

One participant who has seen changes in these areas described the following, 

“I've seen good times and bad times and times when the level of trust between the 

management and employees was very low, it was very difficult to implement any sort 

of change, no matter how small or any procedure you trying to bring in, was always 

met with distrust and guys thinking there was something underhanded been done. 

When the guys trusted management and they were working with us, they didn't care 

what we implemented, what we changed, they had full trust that what we were doing 

was in their best interest, in the best interest of business”. 
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Conclusion 

The results of this research objective support the literature that trust between 

managers and employees will increase the potential success levels for any policies or 

procedures and when this is not in place it can lead to more than the failed 

implementation of policies and procedures such as turnover or low productivity.  

Research Objective 5 – Lack of HR Strategy Can Cause Competitive Disadvantage 

Question 15 was designed to investigate this research objective 

15. The business would face a Competitive Disadvantage if there was not a HR 

Strategy in place.  

In all cases, it was agreed by participants that the business would face disadvantage 

without a HR Strategy.  

Throughout the research and not just within this question, the consequences of not 

having a HR Strategy have been highlighted: 

• the business suffered in terms of turnover, management, wrong people being 

recruited in to the business. 

• it's a massive, massive disadvantage for accidents, issues on sites for 

customers and staff retention, because they’re not trained correctly. 

• I think we always use the term of firefighting. And I think that just basically 

sums it up. 

 

One participant mentions the possibility of missing out on the attraction and 

retention of talent in his generation and the generations following him: 

“if it's ignored and if it's looked at as a way of HR is just applying to the policies and 

the regulations that the government has employed in terms of bank holidays, annual 

leave, redundancy and so on, you're going to miss a beat because my generation and 

the ones above me, want a little bit more than that”. 

One business owner discussed that the culture of the transport and logistics industry 

is shifting: 
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“There's a lot of companies I know that wouldn't have HR managers or HR 

departments in place. And they're at a disadvantage. By not having that, as the 

culture of the industry is starting to change, and employees, I think, embrace the HR 

side of things. Now more than ever”.  

Conclusion 

It is clear from looking at the responses that there is considerable damage that may 

be caused to an organisation should there not be a HR Strategy in place including 

actual damage to resources, damage to relationships with customers, impact on the 

ability of the organisation to retain and attract talent. There seems to be varied and 

ongoing potential for disadvantage.  

This research supports the literature by Barney and Wright which state that it may 

be a disadvantage not to have HR policies and procedures and that having these may 

provide a Company with CP. In the research, it shows that within the industry at the 

moment, not all transport and logistics companies have invested in HR and so right 

now it may be considered a CA for these Companies that have invested in it.  

 

Objective 6 – HR represents all levels within an organisation and has an impact upon 

trust 

Questions 9, 10 and 16 were designed to investigate this topic. 

9. HR Represents the interests of both Management and Employees in equal 

measure 

In all responses, participants said yes, and that it should be. Reasons for this being 

important in an organisation were described as, 

• To allow the employee feel connected to the organisation 

• Balance making all groups happy 

• Portrayed as fair 

• Confidence in HR that they can talk openly, are listened to and that HR will 

fight their corner 
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These results align with and support the research by Ulrich on the Business Partner 

Model specifically on the need for an Employee Champion within HR.  

10. The role of HR is to support Line Managers and Supervisors in the 

Management of their teams 

In all cases, it was agreed that HR is a support role and is there to support Managers 

and Supervisors in the management of their teams.  

One participant described it as, 

“It is a support function and we do a lot of work but in what we are doing our work is 

difficult to measure. You can't look at the at the bottom line at the end of the month 

and say HR contributed x, y or z and it can’t be measured a lot of the time”. 

 

A Director noted the following concerns in relation to HR a support function, 

“I think that's true. But I think it's an area that maybe in here that some line managers 

and supervisors don't understand what HR actually is. I think they think that HR is 

there to manage the problems for them, and not to advise them how to manage the 

problems themselves”. 

 

This was also a point that was raised and backed up by a second director in a different 

organisation: 

“No, I think the managers, the supervisors should be capable to manage their own 

teams with the support of HR. Because otherwise, I've had my own experiences, I find 

that it's going to be pushed to HR or there would nearly be a norm set in business or 

in a department to say, Well, okay, that's your [HR] problem”. 

 

Potentially this shows that there is scope in Management training for Managers to 

be trained on how to use HR effectively and that there is a common misconception 

amongst managers and supervisors that HR are there to deal with “issues” for them.  

 

16. HR Practices should be different or the same for all groups within an 

organisation 
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One interesting finding that came from this question is that the vast majority of 

respondents noted that HRPs should be the same for everyone across the board. 

However, when you delve into the individuals that disagreed, saying that it should be 

different, it is important to note that these are the ones who are both HR trained and 

hold HR experience. The ones who said it should be the same are neither HR trained 

or HR experienced. In this case, it should perhaps be considered that the majority are 

not necessarily correct but rather have just given their opinion on what they view to 

be fair.  

One participant that is HR trained and experienced noted,  

“in real life some roles do add more value than others and everybody in business adds 

value and, in some shape, make or form, if the cleaner isn't doing their job the 

customers aren’t getting the product they want, but the reality is your practices and 

your policies and your processes in place to protect your cleaner wouldn't be half as 

well developed or as valued as they would be to protect something like a manager or 

driver”.  

Another participant in a separate organisation who is also HR trained noted, 

“just think about what roles are the most impactful in this organisation and how can 

we do everything to attract the best into it, to train and develop them, to evolve them 

in that role and to support them as they as they move through the organisation as 

they in turn support colleagues within that space” 

“if you lose a leader or let's say you know high performer, the loss to the bottom line 

is significant at three or three and a half times the salary of a high performer or a 

senior leader” 

“a differentiated approach in HR, to my mind is the way to go, and I think again, if we 

were to look at the body, talked a little bit about the body as a sort of an analogy. 

You know when you're training, you don't do a training piece that just works for the 

whole body. You know if you're looking to develop, strengthen certain parts of the 

body need to a different type of exercise in the upper arms, the arms or the torso 

versus the leg”. 
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Conclusion 

The results in relation to research objective 6 in HR representing the interests of both 

employees and management supports the work completed by Ulrich in his Business 

Partner Model and the need for there to be an employee champion in HR.  

It does also show that there is potential for misunderstanding to occur on what HR 

does as a support function for Managers rather than being the function that manages 

issues for them.  

In the case of HRPs being applied across the board, the research does not support 

the literature however as mentioned above there are certain important factors to 

keep in mind here when reviewing this particular piece.  

Overall Conclusion 

The research completed for the most part supports the literature except on the topic 

of HRPs being the same for all groups across the board in an organisation. As in other 

industries, the research demonstrates that HR Strategy does lend itself to the CA of 

an organisation operating within the Transport and Logistics industry in Ireland.  

The topics of culture and people focus seemed to dominate throughout the research 

across all three companies with no exceptions. Another area which reoccurred 

throughout the research was the need for HR to be understood, supported and 

owned at top level. Given the responses in the research, it is fair to say that HR is 

involved at top level across all three organisations.  

One surprising element that emerged from the research is the lack of focus on reward 

and remuneration. With transport and logistics being such a fiercely competitive 

industry for talent where wage wars and wage competition is a frequent focus, it did 

not come across as a dominant feature in the research.  

While there were nine interviews carried out, there was potential to include more 

participants from each Company however following completion and review of nine 

interviews, it was found that there was sufficient relevant content within the nine. In 

addition, there is a finite amount of time to complete the research which does not 

lend itself to a researcher being able to carry out an extensive number of interviews. 
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The researcher carried out interviews with both Directors and HR Managers from the 

Company where the researcher was first employed in the role of HR. The researcher 

was aware that some of their own baseline views and thoughts in the field of HR may 

have been formed in this role and as such ensured that she remained aware of the 

potential for bias when carrying out the research.  
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Chapter 6 - Discussion 

Introduction 

The aim of the research was to investigate whether the HR Strategy can lend itself to 

the CA of a Company operating within the Transport and Logistics industry in Ireland. 

The research supported the research objective confirming that it does in fact.  

Discussion 

Testimony from one Company in particular detailed the extreme and considerably 

damaging effect that a mismatched HR Strategy had on the business which was 

brought about by the business operating one type of business strategy but using an 

opposing strategy for HR. This caused a lot of problems within the Company including 

high turnover, incorrect hires, insufficient training and remuneration.  

Within the industry, it is quite competitive for Companies in terms of reward and 

remuneration to attract and retain employees. It was a surprise that only two 

participants listed this as a key HR area. Within the business, HR is responsible for 

carrying out exit interviews uncovering reasons for turnover and monitoring market 

rates and trends. It could be suggested that as other members are not confronted 

with this competition on a regular basis that perhaps the impact or the considerable 

affect that it has on the industry is somewhat restricted to HR. Literature outlines the 

importance of a business matching their remuneration levels to that of business 

strategy an example being a Company that wished to join an elite group of firms, 

offering high compensation. As in literature it is thought that the pay levels can be a 

strategic choice of a firm (Purcell & Ahlstrand, 1989). It is also identified as important 

in both BP and BF theories.  

The literature heralds Porters Five Forces as one of the most important theoretical 

frameworks which is still used in literature but less relevant as it only looks at external 

forces. The research supports this with no participant stating that the CA is external 

to the Company. Most participants outlined either internal or a combination 

approach in line with the more recent popular theoretical models such as RBV, 

Ulrich’s Business Partner Framework, Best Practice and Best Fit Approach which 
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incorporates models such as Miles and Snow, Michael Porters Generic Strategies or 

Schuler and Jackson.  

Culture was the focal point of internal factors aligned to the literature suggesting that 

under certain circumstances can form CA. These circumstances are described in the 

literature as sometimes unidentifiable so they cannot be imitated, or being entwined 

in a founder. Throughout the research both of these were suggested. In terms of the 

Company that was part of an international brand, being intertwined with the founder 

was not suggested however there was a large focus on the culture and the 

suggestions that competitors would not be sure what was involved in the culture and 

therefore could not copy it.  In both of the family run Companies, there was a large 

focus on culture but also suggestions that the culture is entwined with the founder 

in the case of the first-generation Company or that it had been entwined with the 

founder at a certain point in history.  

Culture has been confirmed as being a possible source of CA within the industry and 

that the role of HR is to carry that culture throughout the organisation. The founder 

seemed to be a focal point in discussions within the two companies that were family 

run. This supports the literature that culture entwined with the founder may be CA. 

In the one Company where the founder still heads up the organisation, the link 

between the founder and the culture was not mentioned by the founder himself. It 

would be interesting to find out whether he is aware that this link exists between his 

personality and the culture of the business or whether he feels it is down to 

something else, perhaps more collective. In the internationally owned Company, the 

culture is very much deliberate but as described by HR appears to be rare within the 

industry with new joiners being surprised at the culture and the turnover levels 

themselves being rare not only for any Company but especially in the industry. This 

type of advantage in itself is not only rare but difficult to imitate or substitute. This is 

a similar story to the one of Southwest Airlines where the culture is the selling point 

but is also inimitable and rare as proven through failed attempts by other Companies 

to copy it.  

In literature there is examples of how other companies could not copy the culture of 

Southwest Airlines and it was suggested that this may be down to their own culture 
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not being able to support it. This example is mirrored in the response of one of the 

Directors of the Company when they said that, 

“And that came from sort of that the agile culture and that scrappiness as well that I 

mentioned where when we look at our competitor there were linked into that sort of 

more structured big company piece and their culture had more bureaucracy behind it 

so their decision making, their ability to pivot quickly and to operate in an agile way, 

was compromised by there, but I suppose by the confines of the structures that they 

operated with”.  

Within the two family run companies, culture was described as being the CA however 

there also seemed to be differences and similarities in the culture. One culture was 

described as changing at a certain point in time. There could be various explanations 

for that, years in operation, acquisition of new business, changes in leadership as the 

founder stepped away from the day to day, new lines of business starting or lack of 

HR Strategy. The Company which is second generation is also an older Company. As 

noted in the discussion and analysis section, it would be interesting to come back and 

review the first-generation Company in 30 years to see whether there have been any 

changes to its culture. This is not to say that one culture is better than another, it was 

just an interesting finding that emerged in the research.  

Being able to describe the CA in literature, suggests that it may be copied. Where it 

is not possible to accurately describe it, it suggests difficulty in imitating. The 

participants were able to describe the CA to a certain point, after which it became 

very varied. This is true even of participants who work in the same organisation. This 

could be down to uncertainty, perception of what CA is or perhaps linked to the what 

the individuals actually value themselves as employees or owners. If the members of 

an organisation cannot accurately describe the CA, it is unlikely that the competitors 

would be able to accurately describe it. If they cannot accurately describe it, they 

cannot accurately copy it. This suggests that there is scope for this to be SCA however 

this would be difficult to prove and there is potential for this to be substituted. The 

research does however support the literature by (Barney, 1991), that CA or SCA 

sources may be vague and literature by (Boxall, 1996) that it may not be obvious what 

the source of CA to those looking to imitate such as rivals or competitors.  
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Literature in the areas of trust between Managers and employees suggested that in 

order for polices, practices or new implementations to be successful, that there 

needed to be a level of trust. The research supports this, both from opinions of 

employees, managers or owners and from people who have witnessed both 

successful and unsuccessful implementations of policies or practices. What emerged 

during the research that not only is trust important but the communication around 

that and being able to effectively explain the reasons why it is being implemented. It 

is thought by a large number of the participants that the effective explanation behind 

it, may also increase the chances of success. Perhaps the impact of communication 

may be a direction for future research.  

Research objective five which aimed to investigate whether a lack of HR Strategy 

would be CD, was also supported. This particular objective seemed to be supported 

through much of the research not only during the topic outlined. The trend that this 

was discussed throughout, seems to draw a greater importance on the need for a HR 

Strategy. The participants again were able to draw on history, pinpointing periods in 

time where a lack of HR Strategy has caused damage or issues to the Companies in 

question. It was also described how, within the industry not all companies have 

embraced the need for HR but one Director noting a shift in the industry where HR is 

becoming more important. (Barney, 1991) has drawn attention to the importance of 

HR policies and procedures as a method of competitive parity. Perhaps within the 

industry, it may currently be a CA. This however can only be short lived as other 

Companies in the industry can and inevitably will choose to bring HR on board 

especially if they were to become aware that it was providing rivals with a CA but for 

now, those with HR could be argued to be at a CA in the industry. This was an 

unexpected finding in the research as it was assumed incorrectly by the researcher 

that all Companies for the most part of a certain size have a HR function. However, it 

seems that this may not be the case. 

The impact on customers, resources, and employees was also discussed by many 

participants. The organisations ability to attract and retain talent is also in question 

without a HR Strategy and following on from this is questions surrounding the ability 
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of organisations to be able to fulfil their contractual and customer agreements 

essentially affecting their ability to function.  

The Ulrich Business Partner model is also largely supported by this research. In this 

model HR collaborate with line managers coaching them through the people aspect 

and it was supported at all levels across all three organisations that this is as it should 

be. There was however concern highlighted by two Directors in two different 

Companies as to Managers themselves being aware that this is how HR is to be or 

should be used. In the international organisation the person interviewed is both the 

Operational and HR Manager and so probably this issue does not affect them in the 

same way but should it be structured differently, this may have been a point raised. 

Reviewing the research, there seems to be scope for there to be misunderstanding 

but perhaps an opportunity for training at management level on the effective use of 

HR. The literature reviewed did not seem to advise of this issue so again, this could 

be classified as an unexpected finding in the research.  

The literature suggests that within the Ulrich model, there is so much focus on the 

strategic element that perhaps there is scope for the employee champion role to be 

a little neglected. The research demonstrates the importance and the real need for 

there to always be an employee champion. Perhaps by the nature of the industry, 

there tends to be large headcount in Companies, there is even more of a need as 

there are many different factors, variables, opinions and cultures to be balanced.  

HRPs were found in the research to be applied across the board. There were however 

certain considerations to be taken into account on this. The participants that said 

they should not be, are HR trained and experienced. Perhaps the other participants 

did not look at it, or did not have the ability to look at it through the eyes of HR. The 

other factor is that HR have most likely been trained in the benefits of applying HRPs, 

in different ways to different groups and therefore, this is the obvious answer when 

interviewing HR. Perhaps it is better that only HR are aware of this. Other participants 

were satisfied that HRPs are applied evenly across the board and believe that this is 

as it should be. There may not be a benefit to be had from opening this information 

up.  
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Conclusion 

The overall objective was largely supported when looking at literature and the 

research that has been completed. There were six research objectives and five out of 

those six were supported although it could be argued that the sixth may have been 

supported had there been a larger ratio of HR to non-HR interviewees.  

The surprising findings in the research are around areas such as reward and the 

potential for HR to be deemed a CA within the Transport and Logistics industry.  
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Chapter 7 - Conclusions and Recommendations 

This study has aimed to contribute to the research in the area of the effect of HR 

Strategy on the CA of a firm. The transport and logistics industry in Ireland is not one 

that has specifically been researched in this topic and as such this study provides 

specific information to this industry where there was not before.  

The study shows that within the Transport and Logistics Industry in Ireland that the 

HR Strategy does lend itself to the CA of an organisation. It has also demonstrated 

how the CA of a firm can be ambiguous and not easily described adding to research 

previously completed by authors such as Barney and Wright. The research showed 

how across the three Companies, the owners, Managers and employees were able 

to describe the CA to a certain point, largely focusing on people and culture, which 

in its own right could be considered to be vague and not exact. Moving past these 

points the elements of CA became very wide and varied with no real overlapping 

pattern or direction. This supports the literature that often CA can be bundles rather 

than individual practices. 

HR Strategy is a popular topic in the HR literature with an endless list of authors 

having written and given their views, mostly on the need for it in organisations, the 

benefits that it can bring and the potential consequences of not having it. Authors 

such as Becker, Huselid, Schuler, Jackson, Boxall, Ulrich etc have all made significant 

contributions to the literature. This study contributes to this literature in supporting 

the need for a HR Strategy and potential impact that it can have for companies in the 

industry who have either mismatched or went without. In particular, it supports the 

research on the need for the newest wave, that of Strategy. The study also supports 

the information that a full partnership role is where HR has the greatest impact. 

Based on the research gathered in all three companies, it seems that this is where HR 

does sit within the organisation, however, it may prove as a useful recommendation 

to other Companies within the industry.  

The literature states that most firms will choose to adopt different practices for 

different groups within an organisation. This study unfortunately does not support 

this area. However, it is thought that if the study was replicated with interviewees 
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that are solely HR, the results may have been different. This perhaps is an area for 

future study. The recommendation on this point is that the Companies should 

consider reviewing their thoughts on this and perhaps adopt a differentiated strategy 

for different groups with the organisations. This will inevitably incur costs in areas 

such as training, development and reward however, it should be viewed as a 

worthwhile investment feeding into the long-term strategy and areas such as 

succession planning, workforce capability, attraction and retention of key talent.  

On review, one of the main areas that was surprising in the research was how little 

participants discussed the role of reward and remuneration. As mentioned only two 

participants discussed it as a key HR area. However, one which did discuss it 

demonstrated the damaging affect that it had on the team, although this was not 

brought about solely by a mismatch of reward, it was a contributing factor. On 

reflection, perhaps there should have been a question which focuses solely on the 

role of reward and remuneration in HR Strategy. Perhaps there should have been 

scope to initiate a conversation around it. I would recommend that reward and 

renumeration is a focus going forward regardless of what strategy the Company is 

following. There has been considerable focus on the areas of culture but this alone 

cannot be responsible for the attraction and retention of talent in line with the BS. 

Depending on where each Company sits in terms of being in line with market rates, 

there is scope for there to potential be some considerable costs incurred. However, 

this investment will ensure continuity of service, supporting the business in its ability 

to attract and retain the right calibre of talent going forward.  

A lot of the participants emphasised the role of culture in their responses. Is it 

possible that too much emphasis is placed on culture and not enough on the tangible 

areas such as the ones mentioned above like reward and remuneration? Perhaps this 

is one of key questions, not that culture is one of the most important parts of strategy 

in transport and logistics, but should it be? What is the effect of culture in 

organisations within the transport and logistics industry where reward is in line with 

market rates and the effect on those that do not? Is there any effect? This research 

has shown that HR Strategy lends itself to the CA of a Company operating within the 

transport and logistics industry in Ireland perhaps future research should begin to 
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break down the HR Strategy looking specifically at certain elements and the effect of 

each on the Company such as culture, training and development, talent 

management, reward and remuneration, engagement and motivation.  

Following research, it could be said that it has changed the questions in the mind of 

the researcher. On beginning the research, the question was does it affect? Following 

on, having reviewed the responses and key insights, if the research was to be done 

again, it may be different. The research would probably focus on the area of culture 

and the affect it can have on a Company operating within the transport and logistics 

sector in Ireland. Many interesting insights and stories came about under the topic 

of culture. It was useful to have included a section and research objective on the topic 

of culture but perhaps it may have been more insightful to focus solely on culture.  

The industry that was chosen was interesting and would be used again. Perhaps in 

future research and again looking at the areas of culture, it may be useful to look at 

some family run businesses who are in different generations and compare the 

culture. One of the most surprising findings was how the culture in one business had 

evolved from one thing to the next with a change of generation. The reasons for the 

culture change are not known and there are some assumptions made by the 

researcher in that it changed when the generation changed. Perhaps this assumption 

is made because the participants had advised the first culture was similar to the other 

business, which is interlinked with the founder. The other business is still first 

generation and the culture is very much entwined with the founder. As stated 

previously, it would interesting to review this culture after it has moved to a second 

generation and see what differences, if any there was or to review other Companies 

in light of the generation in operation and see if there are any similarities or 

differences to the findings in this research.  

Other transport and logistics companies based in Ireland both internationally and 

family owned may be interested in the outcome of this research.  

Reflective Log 
The topic chosen was quite broad which led to quite a lot of questions being asked 

totalling 16 which, when in the scenario of prompting discussions does not leave 
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much time for teasing out information. While the style and the method of 

information collection was a great match, reducing the number of questions may 

have given greater scope to delve into certain areas further and tease out 

information.  

Also, on reflection, had I the option of re-doing the research and I probably would 

have focused in on certain areas of HR Strategy, perhaps culture and reward.  

I do feel that I learned a lot from completing this dissertation and what I have learned 

I will be able to carry with me in my career going forward.  
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Appendix  4 Findings Matrix 

 

7

8

9

Senior Manager/Director1

2

3

4

5

6

Senior Manager/Director 0 - 3 0 - 3

Senior Manager/Director 20+ 20+

5 - 10 5 - 10

Team leader 0 - 3 0 - 3

Middle Manager 10 - 20 0 - 3

Non- managerial 5 - 10 5 - 10

Senior Manager/Director 20+ 20+

Senior Manager/Director 20+ 20+

Senior Manager/Director 10 - 20 10 - 20

Parti
cip

ant Question
1 Occupational Category 2 Years Experience 3 Years Employed
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Same product, same service for all. People are the 
advantage but tied to training, remuneration, 

selection, retention, development

People function but the ability to select, train, 
develop, retain and reward appropriately. 

Management of team important 

Yes fishing in the same pool of people. Having a 
strategy is vital. Drivers tend to move quickly

Direct and indirect competitiors. Full 360, recruitment, 
on boarding, buddy system, retention and exit. 

Thinking long term, strategically, who exactly are we 
looking for. Better able to retain, less turnover, 

happier team, better culture.  

Not competitive enough in terms of potential 
candidates, all companies tapping into the same 

market without looking beyond the one pool. Board 
did not value competitiveness from that point

Yes - links to Org Strategy can run parelell. Metrics 
and aligning metrics back to what is done, evidence 
and informs the next loop. Not a strategic approach 

can be costs, replacement of leaders, impact on 
bottom line, culture, engagement, motivation, those 
remaining in the business. HR needs to be top down

Recruitment, training, development, talent 
management, engagement, culture, analytics People at its best and not at its best also people

Yes - can lead to issues when not aligned, low budget 
HR, premium product, high staff turnover. HR strategy 

matched, huge reduction in undesirable leavers and 
better match of calibre of talent

Yes strategy strong, getting the right people, culture fit 
and attitude. Led to good overall team dynamic and 

good culture. Same product same service it’s the 
people that keeps people coming back. Bookings and 

referrals

Organisational structure and training. Top level 
organisation is to develop you and keep you there 

long term. Internal execercise, external trainers. Cross 
training for org structure. Difference here people 
know your face and name, doesn’t happen with 

People, teamwork, tap into each other for different 
skills for their knowledge. Take opinions of others into 

account in plans. Bus is a bus, people can always go 
for the cheaper ticket or for the experience because 

of the people

Yes same service by other companies, not specialised. 
Our team - a lot of long term staff knowledge, skill, 

relationships with suppliers. Everyone knows our aim, 
what we are working towards. Hiring practices

Hiring process - who we want, more to it than what 
they can do. The training given to them contributes to 

retention especially if you understand your role. 

Staff, longevity and stability. Small team even when 
not in that department can pick up with a customer 

on their query. Strong customer relationships. Issues 
are not escalated due to trust levels with staff and 

customers

HR takes care of people and people are the assets. 
Services are tailored and having the right person, HR 

plays a big part. 
Recruitment - right people, right role. Policies and 

Procedures

Services tailored to customers, deliver different types 
of projects makes us unique. Staff are CA for their 

interactions with customers.

Yes - Management team and staff aligned, 
communication in company, guide managers in 

difficult situations, legislation and process
Communication between Managers and staff, fair and 

true representation of employee and Company Structures and resources and impact upon customers. 

Yes - workforce planning, reward recognition, training, 
development, retention and culture. 

Culture and retention- retain key workers, training 
and development, rewards, good pay, recognition. All 

ties to culture. 

Culture - cant compete with large size Companies in 
the market. Improvements to recruitment process, 

selecting the correct candidate, training, development, 
retention - specialised drivers and come in 

competition with larger companies

People attracted due to structure and how they are 
treated. Stems from good HR strategy, training and 

reviewing. 

People management open door policies, people enjoy 
working here, loyalty and length of service increases. 

Value contributions

How we treat people, resources, safe, issues 
addressed, important clean trucks etc. Reputation and 

the intangibles

4 HR Source of CA 5 Key HR Areas 6 Describe CA
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Yes - culture is strong and people go the extra mile 
and give more without expecting anything in return - 

all for the good of the team and to help the team

Yes, intangible, from the top down. Vital to business 
results, team members describe if you like to work 

here. HR Strategy plays a part in that. 

Yes it should, doesn’t always but it should. Help ee to 
achieve common goals. Ee should feel connected, 

rolled down to various different parts of organisation

Yes when engaged, group, teamwork, common goals, 
motivated powerful force. Changed in the beginning 
entreprenurial with Tony, wins high energy, startup 
feel contagious, personal ownership. At 70 changed, 
professionalised, other culture, never got the initial 

one back, two tiered seperated office vs ground. 
Training development, job chats, PM, never the same. 

Culture shifted us from small to equal market share 
with competitor force to be reckoned with.

Yes - huge cultural improvements followed on from 
implementing a good HR Strategy aligned to business 

needs. Prior to that culture suffered

Depends on the Company, often ee has negative view 
of HR. In this Company it does and HR is well 

respected, known to be fair

Yes can be demanding with sales as the focus, 
pandemic, focus is more on empowerment in roles. 

Trusted that we are doing things for the betterment of 
the Company. 

Yes  HR strategy from top down - owned by leaders at 
the top. Should not just fall to HR Manager. Business 
strategy skeleton, HR Strategy is the blood feeds the 

body. Inherent to the success of the organisation.

Yes the HR Strategy translates down to others what 
the culture is - hand in hand

Yes if HR Strategy not correct, wont get the right 
people resulting in high turnover. Benefit the business 

long term

Yes in an ideal world, board play a role in how equal 
that really is. Managers can ask for things that may 

not be equal, other issues such as unions etc. Should 
be equal. HR must balance making everyone happy

Yes in my experience equal across the board, ee know 
they are not overlooked

Yes - HR guide your goals in your role. Ee need to feel 
their input in decisions. HR responsible to ensure the 

interests of the driver is minded as much as 
management. Without ee no jobs for anyone. 

Different cultures within different departments some 
more corporate than others. Downstairs teamwork, 
loud, high energy. That team needs to connect with 

drivers. That realtionship feeds into retention. 
Keeping long term staff, that’s our culture. 

Yes Culture is unique to the Company. Motivating, 
open door, share opinions, ideas, communicate with 

managers at all levels. Everyone happy, provides a 
better service, staff more productive

HR ensure fit with department. HR intervene in issues 
or notice somebody is not themselves, or atmosphere 

being down. HR manage that and in turn the 
Company culture benefited by HR

Yes feeds down to those on the ground that act as 
ambassadors

Yes HR is about recruiting and Company culture, 
people fit and aligned to that. HR is how people enter 

and it can either work for or against a culture. Top 
down, people enhance or make it

In theory yes but needs to have good policies, 
procedures and culture. Right person in HR. If they 

don’t exist or are not well done then perhaps there is 
room for it not to be equal but when done correctly 

yes equal. 

Yes - would want to be portrayed as fair. Element of 
no captured in disciplinary proceedings, etc. Most part 
yes. Heavily supports management in terms of talent 

management, progression, succession. Ee policies 
procedures training and devopment

Yes - values, ownership in roles, progression. Market 
changes staff don’t tend to stay a long time. Accept 

finite period of retention. 

Yes vital, open communication various schemes and 
incentives play a role Yes, all represented in a fair manner

Yes culture important all treated like a part of the 
family. Most people have same qualifications, know 

them personality wise at interview stage. Helping each 
other when busy. 

Yes - recruitment, hiring right people, meet the values, 
selection. Hiring misfits will cause headaches. 

Developing that team, continous training

7 Culture as CA 8 Culture affected by HR 9 HR Represents ER EE Equally

Yes structure process and policies built on promoting 
culture of equality and value across the board

Yes - needs to. Ee need to have confidence in HR 
team, will fight their corner, can talk openly, listened 

to. 
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Senior team represent the shared voice ensure that 
common goals are achieved and the culture supports 

that 

Yes connection with LM crucial. People leave people 
not jobs. Quality of manager crucial to onboarding 

retention, engagement, motivation, 

Both culture creates competitiveness. External type of 
product, unique space. Hospitality and selling same 

product, people will be the differentiator. Comes back 
to culture, motivation, engagement, achieve goals. 

Interlinked internal and external

Yes does not make profit, there to support. HR 
outcomes generally not measurable. HR should 

support all other areas of the business in training, 
development, workforce planning. 

Yes, previously when trust was low very hard to 
implement any type of change even really small 

believe in something underhand happening. Following 
HRS, ee believes that in their best interest and will 

back and support you knowing its for a good reason. 

Both - CA internal, effect external. Managed and 
contained internally resulting externally in better cust 

experience

Yes - HR to advise on training etc but Manager or 
supervisor responsible for carrying it out.

Yes trust is vital. In transport or logitics business is 
built on trust

Both - Internal the cultur that has been built, 
competitive ways of working. Others can view what is 

happening and know that there must be something 
going on inside but not really knowing what that is. 

Yes should support but also for management and 
supervisors to come to HR with ideas, not just a HR 

job

No trust, its not going to work, bond agreement 
between both. Manager will end up carrying most of 

it or it would be swept aside

Should be internal. If its external then outside of your 
control. If its stops where does this leave you. Need to 

have the right people

Yes - recruitment in conjunction with line manager. 
Support with mediating issues. Ee needs to know 

there is support further up the chain if needs be. Legal 
or dismissal issues advise managers

Often new policies are as a result of backpeddaling, ee 
view with distrust. Needs to be shown the reasons 

behind it keeping ee safe etc. If they don’t trust, they 
will think there is something up with it. Guide rather 

than enforce

Both - internal staff. Technological systems cameras 
and tracking, know how many deliveries and where 
drivers are. Externally ability to respond to change 
fast eg covid, changed model in the first month just 

adapted. 

Yes - takes away personal aspects from Manager, 
disciplinaries, recruitment, personal issues. Good 

support for Managers. 

Don’t trust managers to enforce or follow then less 
likely to follow yourself. Good relationship, new things 

introduced you will not be a barrier to it but will try 
your best to conform. No trust huge barrier and can 

take longer to work. 

Internal comes from the people, customer service 
from office and driver team. External elements may 

impact on our CA. 

Yes mainly identifying the keepers and ensure to work 
on succession, ifdentifying number 2s for 

management and retaining them. Managers should 
manager their own team with support of HR not set 

basis for HR issues
Yes - change model important, wont succeed in 

implemting any change with no trust

Internally ee will promote company themselves, 
reputation, goodwill. Externally from customer or 

supplier view

Yes while advising managers what they can or cannot 
do

Internally - Culture top down, everyone feels a part of 
something, know what we are trying to create and 
feel valued. Culture embedded supports business 

with customers

Yes - HR pivotal role helps Company implement 
processes. Change, buy in and know the reasons 
behind it. HR communicates that out discussing 

concerns the staff might have

10 HR Support in Management of Teams 11 Trust Impact 12 CA internal/external

Yes maybe not understood by Managers that that is 
the purpose of HR- HRs problem. Support function

Yes Communication explaining the reasons for it and 
effect. 

Both - Internal advantage treatment of people, good 
strategy, good culture. External factors against us 

industry shortage of drivers.
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Yes hr strategy is additional piece, ability to come 
together and ride out the storm. Culture and people 
shine in challenging situations, ability to pivot, agile. 
Emerged from initial culture, quick decision making. 
Supports and is interlinked with business strategy 

hand in hand. Can be missing a fundamental part of 
business if HR is not bedded in. 

Could copy but it would take years. Experienced staff 
are CA in order to replicate, it could take years. On 

paper it could be copied and pasted. Would not know 
our culture and exactly what is involved. All 

companies mission statements the same claiming 

Yes - it has in the past, costly, wrong people brought 
in for the wrong reasons, no recrutiment, training, 

management or retention

Seen HRS not aligned resulting in missed targets, 
failures, mismanagement. Once it was aligned the 

results were fantastic and very successful in 
supporting the business in what it is trying to achieve

Yes - loop from job spec to exit supports the business. 
Right people on board, time to hire, onboarding, 

cultural knowledge. Goes hand in hand

Yes if not followed correctly focus of family run, 
correct person will slip through the cracks and lose 
the CA. If just used for policeis and procedures, will 
miss out, current generations want more than that 

and to feel part of a bigger team. 

Only a certain number of hurdles, technically could do 
the same thing, would not have the people. Drivers 

tend to move around but other companies will poach 
from companies that they see doing well. Would not 
get the same results, a lot of experience not just by 

Yes business is solely reliant on workforce hire, retain 
cannot fulfill contracts. 

yes ties in, cant do business strategy without it. Need 
to have input from HR 

Yes - companies have and still do try. Some without 
HR, culture of industry is starting to change and ee 

wants HR. Competitors would not be sure of what we 
are doing. Doing it a while and are ahead of certain 

companies

Yes - important for inductions, contracts, 
accreditations, new employee reassurance, well 

organised. HR is a huge advantage. 

Culture is top down, would need same managemnt 
with same attitudes. Culture comes from years 

experience, has not changed in the past 12 years, still 
about knowing people. MD effect on that even though 

much bigger team

Yes important, no structure without it, doing things 
the right way not the quickest way. Serious 

disadvantage

Yes HR comes in line with business strategy, right 
resources, supports business strategy. Not on the 

same page, not at anything. 

Culture is different in each place. Policies and 
procedures yes could be copied. Certain elements of 

culture can be imitated. Harder now especially 
generation that does not stay long.

Incorrect fit for business. Time consuming, problems, 
WRC, turnover in team.

Yes if there is not correct process in terms of 
recruitment, retention, rewards and does not reflect 
what the business is trying to achieve. It must mirror, 
should not be different both really rely on each other 

to be successful

13 HR Strategy supports Business Strategy 14 Other companies ability to study and replicate 15 Comp disadvantage no HR Strategy

Yes procedures but culture is hard to replicate, top 
down and unique, driven by management. May 

change a business by studying a Company will not get 
the same result.

Yes recruitment of people that will not stay will be 
costly in terms of time and money. Cost effectively 
select the right people for the role. Cant perform 
services, frustrate office team, lack of resources, 

hinders growth

In practice to copy and paste in theory yes but not 
possible to get the same results. Company culture, 

intangibles - every single person, cannot be replicated
Yes, without it it would be more firefighting rather 

than strategy

Competitor tried to copy for a number of years, 
unsuccessful. Similarly smaller operators have that 
leader - team connection we once had. On a bigger 

scale cannot compete with that personalised service. 
Not possible to reverse engineer. Needs to be 

embedded in culture from beginning that service 
levels never change

At a certain size becomes crucial. Seeing HR as the 
blood, intertwined in the business strategy. Smaller 
comes from the leader but at a certain size hard to 

function without

Yes HR can sit with Senior Managers to advise and 
discuss implications, culture changes, market 

knowledge, availability of resources. Important that 
HR is at the top table

Yes, right people push it forward. Policies, procedures, 
recruitment, selection, motivation, productivit. Link up 

and aligned, would not work without a HR Strategy

Yes, simple model but others have tried and not 
succeeded. Certain ingredients other companies could 

not have that have made it successful, MD contacts 
and relationship with customers. Long term staff with 
the MD and their relationship directly with customers 
fight the corner of the business. Stand the test of time 

through contract renewals. 

HR plan retention levels, promotions, increases in 
headcount, hiring. No targets of goals to work 
towards. Everyone here gets the same level of 
training, had previously been as issue. Massive 

disadavntage for accidents, issues with customers or 
site, staff development, promotions, succession 

planning
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Same maybe tailor

In theory should be the same in practice not going to 
happen. Should be adapted to individual roles and 

what you are trying to achieve with that person. 
Benefits should be across the board but the amount 

as a % of salary

Everyone treated the same but each department 
treated differently

Same. Maybe a transparent rewards system. People 
that work exceptionally hard and get rewarded for it 
is right but should everyone know about it, not sure. 

Some rules but should be different. 

Same treated equally

Same needs of organisation and employees. Different 
levels, different motivational levels, some don’t want 

development. Establish framework on how to manage 
levels within the business. 

16 HR Practices same or different 

On paper shold be the same, in reality some roles add 
more value that others and are easier replaced. 

Everyone adds value but will not be treated exactly 
the same

Need to be different, backed by talent management 
literature. Not treating differently but for different 

things like training for speed. Differentiated 
recruitment, training and development, Differntiated 
approach not one size fits all. Loss of leader or high 

performer x 3.5 times their salary impact to the 
bottom line. Training the body, if looking to 

strenghten certain parts, dont just generally train 
whole body. 

Should be uniform with slight variation for teams. 
Level of training should be the same but the actual 

wouldn’t be. Bonus schemes difficult if generic does 
not capture those that excel. Tailored for certain 

groups
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