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ABSTRACT

This research aims at exploring a political perspective that includes political benefits, barriers and risks to
E-HRM implementation in the context of Bangladesh through adopting an institutional perspective. In order to
achieve this aim, we conducted 30 semi-structured qualitative interviews (15 in each ministry) in the Ministry of
Foreign Affairs and Public Administration. Based on the interviews, the findings were thematised as three categories:
political benefits, political barriers, and political risks. This research makes a robust contribution to the field as
indicating different aspects of political perspectives by adopting an evidence-based approach that comes from the
qualitative orientation of this research. This also provides a map for understanding current political benefits, barriers
and risks regarding e-HRM implementation.
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BANGLADES KAMU SEKTOR ORGUTLERINDE E-IKY UYGULAMALARININ
POLITIK FAYDALARI, ENGELLERI VE RISKLERI: KURUMSAL BIR YAKLASIM

Oz

Bu arastirma, kurumsal perspektifi benimseyerek Banglades baglaminda E-IKY (Insan Kaynaklar: Yonetimi)
uygulamasina yonelik politik faydalari, engelleri ve riskleri iceren politik bir bakis acisimi kesfetmeyi
amaglamaktadir. Bu amaca ulasmak i¢in Disisleri ve Kamu Yonetimi Bakanligi'nda 30 yart yapilandiriimis nitel
goriismeler (her bakanlikta 15 olmak iizere) gerc¢eklestirilmistir. Goriismelere gére, bulgular politik faydalar, politik
engeller ve politik riskler olmak iizere ii¢ kategori altinda temalandirilmistir. Bu arastirma, nitel yaklasimin
dogasindan gelen kanit-tabanli yaklasimi benimsemekte ve politik bakis acilarini gostererek alana katk
saglamaktadir. Bu ayni zamanda, e-HRM uygulamasina iliskin mevcut politik faydalari, engelleri ve riskleri anlamak
icin bir harita da sunmaktadir.
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1.INTRODUCTION

Organisations in their environmental settings are often affected by external forces such as
decision makers and political instability (Bondarouka and Heijden, 2009). To respond these forces,
HR managers develop their internal organisational structure and behaviours flexible enough. The main
reason of these practices comes from dealing with the external forces (Bell et al., 2006). Some research
(e.g. Bondarouka et al., 2009), on the other hand, demonstrates that political systems in which power
games and political influence over decision- making have an impact to describe internal processes.
Due to the fact that organisational politics is a unique domain of interpersonal relation in the workplace
(Vigoda and Cohen, 2003, Bacharach, 2005), it creates a political influence that provides transforming
HR system to E- HRM (Electronic- Human Resource Management) for various reasons.

A political influence occurs through budget allocation, conflicts between top management and
functional level employees, fearing to lose the job by employees, and political leaders (Lengnick-Hall
et al., 2003; Vigoda and Drory, 2006). These are three scenarios that government may adopt. In this
research, we demonstrate how these scenes are perceived by employees and how employees
understand political perspective to e-HRM implementations in their public sector organisations. To
answer these research questions, this paper has been organised in three sections. In the first section,
we provide a theoretical framework regarding political perspective in e-HRM implementations in order
to emphasise primary dimensions in the political context of e-HRM that comes from the literature. In
the second section, we introduce the research method of this study. In the third section, we demonstrate
our findings based on the frames that we discuss in the first section, and lastly, we conclude our
research with discussing political perspective to e-HRM implementation in public sector organisations
in the context of Bangladesh where we conduct the semi- structured interviews.

2. THEORETICAL FRAMEWORK

Institutions comprise informal constraints such as sanctions, taboos, traditions and codes of
conduct, and formal rules, which come from regulations and legislations. The main reason for creating
institutions is to provide order and remove any concerns and uncertainty in society (North, 1991). For
this reason, there are three institutional settings. The first one is formal institutions, which have their
power from constitutions, policies, laws and legal agreements. The second one is informal institutions,
which have their power from behavioural norms and mental models of individuals. Mental models
consist of various fields such as religious and political beliefs. The third one is organisations, which
shape collective interests as codifying formal rules, informal practices or both (Doh and Guay, 2006).
In our research context, public sector organisations have these three institutional settings because the

structure of organisations comes from laws and regulations since they are Ministry of Foreign Affairs
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(MOFA) and Ministry of Public Administration (MOPA). On the other hand, political thoughts and
ruling party form the structure of these organisations through considering formal rules and informal
practices that stem from political intervention to hire employees or employees’ behaviour in the
organisations.

Institutions are a critical component of the social environment which shape organisational
structures, the orders of social relationships and sovereignty, which indicate who has power and gets
access to beneficial resources (DiMaggio and Powel, 1983; Fligstein 2001; Yang and Konrad, 2011).
In this regard, the power of these institutional structures comes from self-reinforcement through
reproducing power positions and eliciting dominant elites to protect these structures for creating a
continual position of authority (Greenwood and Hinings, 1996). For this reason, public sector
organisations as one of the institutional settings demonstrate a political- social environment that shapes
organisational structure based on the ruling party. Such an environment also provides the orders of
social relationships amongst employees with accepting power of ruling party that is called as
sovereignty in institutional perspective (Tolbert and Zucker, 1999; Doh and Guay, 2006; Scott and
Meyer, 1983: 149; Kondra and Hinings, 1998; Martinez and Dacin, 1999; Lawrence and Suddaby,
2006; Meyer and Rowan, 1977; Bjorkman et al., 2007).

Suddaby (2010) states that the institutional perspective includes cultural persistence in
organisations that introduce three concepts: “generational uniformity of cultural understanding,
maintenance of these understandings, and resistance of these understandings to change” (Zucker, 1977:
726). For instance, change process from HRM to e- HRM systems creates an organisational climate
that employees have resistance to change because of various reasons such as lack of expertise regarding
technology. Accordingly, the institutional theory aims for understanding how the decisions and
behaviours of organisations and individuals are shaped by the institutional environments in which this
decision and behaviours are embedded (Dacin et al., 1999; Meyer and Rowan, 1983; Battilana and D’
Aunno, 2011; Hodgson, 2000).

The institutional theory helps us to understand e- HRM implementation in political settings
because the theory gives the general structure about implementing e- HRM in public sector
organisations. In order to create an initial theoretical framework for our research, we discuss politics
in e-HRM implementation in the next section. Following the discussion, we introduce our research
method.

2.1. Understanding Political Perspective in e-HRM Implementations

Political perspective has been conceptualised as one of the external forces which cover
government decisions on public sector organisations (Ball, 2001; Smale and Heikkild, 2009), and the

decisions have a significant role in adopting new technologies for HRM; because government
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considers challenges of transforming their existing HRM to e-HRM systems (Wright and Dyer, 2000).
The political leaders, for this reason, need to consider obstacles concerning budget from the
government, the influence of labour union and organisational capability to change existing HRM to e-
HRM systems in the context of developing countries such as Bangladesh (Absar et al., 2012).

Governments which are one of the stakeholders are responsible for facilitating the
implementation of e-HRM in different ministries that have been considered as public sector
organisations (Marler and Fisher, 2013). The stakeholders play a crucial role in effective
implementation of e-HRM since organisations depend largely on political leaders (Burbach and Royle,
2014), and policy and strategic decision-makers for the provision of adequate budget (Bissola and
Imperatori, 2014) to support the government project financially and desire that leads to
implementation success (Gil-Garcia et al., 2009; Schwester, 2009). The government, for this reason,
needs to keep financial support and invest in Information and Communication Technologies (ICT). In
the parallel of this knowledge, we adopt political perspective as discussing its benefits, barriers and
risks since the government is responsible for the success of e-HRM implementations.

2.2. Benefits in Political Perspective

A government that is amongst the stakeholders of a state must adopt a political strategy which
aims at reducing expenditures of an investment and diagnosing potential benefits. For this reason, a
government considers benefits of a political perspective to gain efficient results in e-HRM
implementations. In this respect, our research focuses firstly on how a government decides to be able
to have beneficial results for their decision (Jaradat, 2013) and also the literature emphasises the
benefits as strong financial supports (Ruel et al., 2004), and legislations and regulations (Reddick,
2009; Martin and Reddington, 2010) that we explain as follows:

Financial Support: The government funds bear all of the expenses for different ministries;
therefore, the decision makers do not need to think about the costs for new facilities or systems
(Schwester, 2009). Also, once a new system has been implemented in the HR department in an
organisation, the government bear the relevant costs; for example, employee training, maintenance
and hiring adequate experts (Strohmeier, 2007).

Legalisation and the Necessary Regulation: The legalisation and the regulation are essential to
organise the e-HRM system process by giving the every employee a particular privilege (Gil-Garcia
et al., 2009), as well as, the regulation is crucial to ensure the privacy and the security of the
information on the system (Schwester, 2009).

2.3. Barriers in Political Perspective

In addition to political benefits, another issue that a government must consider is related to the

types of barriers that they face during the changing process from HRM to e-HRM. However, as a
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result of political inconsistencies in developing countries, the government can change and ignore the
implementations of previous government; thus this has an impact on the maintaining costs of the e-
HRM system due to the fact that the system is based on technology which contentiously needs to
upgrade or update. On the other hand, the literature raises power game change (Bondarouka and Ruel,
2009), and decision maker’s decision (Reddick, 2009; Beulen, 2009) amongst the political barriers in
a generic way. We examine these two perspectives as follows:

Power Game Change: As emphasised by scholarly literature, the political systems where power
games and political influence over decision-making are useful for the sake of describing the landscape
of internal process (Beulen, 2009). Moreover, the power change may result in failure of the system if
the power game clash together (Bondarouka and Heijden, 2009).

Decision-Making: The decision maker is crucial in the process of implementing e-HRM (Parry,
2011) as they control the HRM policy, employee benefit and reward system (Strohmeier, 2009). The
employees will not be happy if the decisions are unfair and it may impact on the expected performance
of e-HRM (Reddick, 2009). After that, the decision maker regarding reward system should be fair, if
personal feelings interfere with the promotion or the reward, it could cause a huge problem in
implementing e-HRM (Beulen, 2009).

2.4. Risks in Political Perspective

Political risks are the future uncertainty that can impact seriously in the process of
implementation of e-HRM (Smale and Heikkild, 2009). A public organisation may face different
challenges in implementing the decision made by the previous government. For example, if the
previous government decided to implement e-HRM in an organisation, the new government may not
be willing to continue. As a result of the inconsistent decisions that come from government changes,
the efficiency of the whole systems will be affected in a negative way. On the other hand, the scholarly
literature points out major risks that are: Employees Resistance (Jaradat, 2013), Political Instability
(Smale and Heikkild, 2009), Annual Budget Decreased (Haines and Petit, 1997).

Resistance to Change: Resistance to change is another major barrier in developing countries
such as Bangladesh where most of the public organisations are based on paper based traditional
administrative system (Jaradat, 2013). The other relevant ministries may not be able to adapt with and
accept the e-HRM (Strohmeier, 2009). Therefore, resistance to change could be a barrier to
implementing the e-HRM system in the organisations.

Political Instability: The Political instability is one of the main risks for every organisation.
The new government may not be willing to continue with the previous government’s policy and
strategy; that may affect the performance and effectiveness of systems in public organisations (Smale
and Heikkild, 2009).
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Annual Budget Decreased: The annual budget for may be reduced because of the government

decision and e-HRM implementation will be affected (Parry ad Wilson, 2011). Industrial action or

strike by employee union are another major political risk that may affect the effectiveness of e-HRM

implementation as all employees’ participation is needed to get the result from a system based on

technology (Haines and Petit, 1997).

Based on the institutional approach and political perspective that we discussed in

aforementioned sections, Figure 1 demonstrates our initial theoretical framework regarding e- HRM

implementation in public sector organisations.

Laws I Regulations I

Constitution J
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Power to form
an organisation

Policies of the

government
e-HRM
Implementations
Benefits Barriers Risks
- Strong financial - Power game - Resistance to
supports changes change
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advantage of making instability
regulations - Annual Budget
Decreased

Figure 1. Initial Theoretical Framework: Institutional Approach to E- HRM Implementations In

Politics

Following the initial theoretical framework, we now turn to introduce research method in the

next section.
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3. RESEARCH METHOD

This research aims at having a nature to focus on flexibility and specificity instead of creating
a standardised and generalised perspective. For this reason, we provide this nature through qualitative
orientation (Marshall and Rossman, 2006). The empirical part of this study comes from semi-
structured qualitative interviews. Based on the snowball sampling, the first author of this research
conducted 30 semi- structured interviews (15 in Ministry of Foreign Affairs and 15 in Ministry of
Public Administration) in the context of Bangladesh. The method that we adopt is called as a
qualitative case study that provides rich and naturalistic data (Stake, 1995). The main feature of such
a study is to consider same questions for different organisations and to conclude them after comparing
with each other (Ghauri and Gronhaug, 2005).

Ministry of Foreign Affairs and Ministry of Public Administration were chosen as the cases for
analysis of providing a political perspective to e-HRM; because whilst Ministry of Foreign Affairs
provides a link between Bangladesh and other countries, the Ministry of Public Administration provide
a link between the government and the citizens. For this reason, the ministries are crucial amongst

others.

We employed thematic analysis for the data that comes from semi- structured qualitative
interviews. Also, NVivo 10, a computer- assisted qualitative data analysis package, was used for the
analysis (Soylu and Sheehy- Skeffington, 2015). In order to have a meaningful and manageable
segment for the data, we applied preliminary codes to the textual data. Thus, we were able to reach the
core concepts that embrace the most important points in the text (Attride- Stirling, 2001; Miles and
Huberman, 1994; Braun and Clarke, 2006).

The interviewees of this research are demonstrated in Table 1 through indicating their
organisations, positions and their length of services.
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Table 1: Participants Of This Research

Code L Length of Code o )
Organisation MOFA . Organisation MOPA Length of Service
No. Service No.
Director of Senior
_ Director of Operation
1 Management Operation 21 and over 2 21 years and over
Management
(SMO)
Secretary (Chief Training .
3 16 - 20 4 Assistant General Manager 16 — 20 years
&Consular)
Personnel Director P&O &
5 T 21 years and over 6 Deputy General Manager 21 years and over
Director General (Admin &
7 21 and over 8 Head of IT 21 years and over
ICT)
) . Assistant Head of HR and
9 Deputy Director (Finance) 21 and over 10 L 21 years and over
Administration
. Deputy Head of HR and
11 Director General (Research) 21 and over 12 o 21 years and over
Administration
Training and Recruitment
13 IT Manager 16-20 years 14 16-20 years
Manager
15 HR Manager 16-20 years 16 HR Manager 16-20 years
17 HR Supervisor (Field Staff) 11-15 years 18 HR Supervisor (Field Staff) 11-15 years
) HR Supervisor (Home
19 HR Supervisor (Home Staff) 11-15 years 20 11-15 years
Staff)
21 Line manager Procurement 11-15 years 22 Line manager Procurement 11-15 years
23 HR office assistant 6-10 years 24 HR office assistant 6-10 years
25 Finance Officer 1-5 years 26 Finance Officer 1-5 years
27 PA HR director 1-5 years 28 PA HR director 1-5 years
29 HR Officer 6-10 years 30 HR Officer 6-10 years

As it is seen in Table 1, participants of this research have similar positions in two different

organisations and also they have a similar length of service. In the following section, we demonstrate

findings based on the interview analysis.

4. FINDINGS AND DISCUSSION

Based on the 30 interviews that were conducted by the first author of this paper, we divide

findings into three sections as political benefits, political barriers and political risks. In order to create

a detailed analysis regarding political perspective to e- HRM implementation in Bangladesh, we

extend generic literature through providing specific concepts for each pillar of political point of view.
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4.1. Political Benefits: First Pillar

The findings of this research demonstrate that two cases have a different perspective on
political benefits. Whilst MOFA focuses on the positive political image; MOPA considers efficient
knowledge transfer in the context of Bangladesh. A participant from MOFA indicates the importance
of political image as follows:

The introduction of e-HRM has improved our political image abroad. The ministry of
foreign affairs is one of the most benefited from the implementation of e-HRM because it has
become very easy to refer foreign government that needs information about our policy to the
online materials. Moreover, the implementation of e-HRM meant that foreigners could access
information about business and visa procedure online. (Participant 11).

Strachan and Kendall (2004: p.135) describe the political image as referring to “a carefully
constructed consideration of all the attributes that a candidate wants to convey to the voters easily
recalled, visual and verbal symbols”. Schill (2012) also encourage the same perspective regarding the
political image. The findings of this research, however, demonstrate that political image of the
government is also necessary for communicating with other countries. For this reason, successful
implementation of e- HRM in Bangladesh creates a positive political image in the international area

for the government.

MOPA, on the other hand, considers the public side of political benefits as the emphasising
efficiency of knowledge transfer, because e-HRM provides easy access to updated information such
as legislations and regulations. An interviewee from MOPA states this perspective as follows:

One of the most important issue in implementing e-HRM is to provide knowledge
dissemination. The Government has to publish the related information of changes in the
newspaper and e-media. Also, this situation creates both political and financial benefits in terms
of getting more support from the citisens. (Participant 10).

E- HRM systems provide remote access to HR information where employees and managers
need to reach (Parry and Tyson, 2011). On the other hand, the system protects the data that stored on
computerised systems because “it is often confidential and private, and should be accessible only to
approved individuals under controlled conditions” (Kovach and Catchcart, 1999: p. 280). These
benefits make e- HRM systems attractive for state people who decide to implement the system in the

organisations.
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Even though the participants raised the importance of positive political image and efficient
knowledge transfer, the participants are also aware of the barriers of e- HRM implementation. For this

reason, we demonstrate the political barriers based on the findings in the following section.

4.2. Political Barriers: Second Pillar

The findings of this research show three barriers for e- HRM implementations in Bangladesh
that are inconsistent policies, attempting to sabotage, and political influences. The barriers have a great
importance on e-HRM implementations because the government that does not consider the barriers

can face a failed implementation of e- HRM in the organisations.

The findings demonstrate one of the most crucial barriers is inconsistent policies. For instance,

a member of MOFA states this barrier as follow:

Politicians have a tendency to renew every system and to create new projects instead of
following previous ones. For this reason, such situations cause policies that are constantly
changed. This is a critical barrier for implementing e-HRM system. (Participant 9).

MOFA focuses on international relations of a state. For this reason, inconsistent policies are
examined an important political barrier. Another reason that participants raise this barrier comes from
being a developing country that has changing policies in all government implementations because
there are no standard policies for the country which a new government wants to adopt. On the other
hand, Bangladesh, specifically, “became an independent state in 1971 after a bloody liberation war
with Pakistan” (Bhuiyan, 2011: 55). For this reason, it is a young country that does not have consistent
policies in governing the state. Thus, different political parties adopt different policies when they come
into power. The interviewes demonstrate whilst MOFA raises inconsistent policies; MOPA considers

political influence as one of the barriers. An interviewee examines this barrier as follows:

The government policies affect implementation of e-HRM. However, there can be
conflicts between previous and current government policies. This is an important barrier for the
success of implementing e-HRM. (Participant 16).

Participant 16 emphasises political influence on e-HRM implementations in the
interview. The findings show that the main reason for this claim comes from competition
amongst political parties. If another political party comes to the power, it can change
implementations of the previous government. This situation also creates another barrier for e-

HRM implementation. A participant examines the situation as follows:
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In this country, most people have an allegiance or affiliation with a particular political
party. This means that they hold the strong political view. So whenever, a party that they do not
support is in power, they have a tendency to be disloyal and destructive. This means that they
can do anything to frustrate the plan of the new government. (Participant 19).

This participant raises the issue of an attempting to sabotage for a political barrier that has an
adverse impact on the employees in the organisation. This situation is called as organisational deviance
in the literature that creates a severe damage for organisations (Bennett and Robinson, 2000; Robinson
and Benett, 1995). The concept is defined as “voluntary behaviour that violates organisational norms
and thereby threatens the well-being of the organisation, its members, or both” (Gils et al., 2015: 190).
In addition to organisational challenges because of the political barriers, the findings indicate political

risks that also can create the barriers.

4.3. Political Risks: Third Pillar

Implementing an e-HRM system in developing countries may raise many political issues; first,
the political instability is one of the main risks for every organisation (Smale and Heikkild, 2009).
New governments may not be willing to continue with the previous government’s policy and strategy
(Bondarouk, 2011), that may affect the performance and effectiveness of systems in public
organisations. This issue is called as conflicts amongst different political parties and insufficient
decision-making processes. The participant 3 and the participant 4 state these risks as follows:

It is very risky to implement e-HRM as there was no cooperation between the
government and the opposition party on the programme. (Participant 3).

The opposition party has constantly opposed the implementation of e-HRM; therefore it
is likely that when they get into power, they will stop the programme. (Participant 21).

The aforementioned situations require change programs in organisations. However, the
findings demonstrate that the employees in public sector organisations (MOPA and MOFA in our

research context) can resist to these changes which are a result of organisational deviance.

In this research, we point out the dimensions of political benefits, barriers and risks. Figure 2

states proposed theoretical framework for our research.
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Figure 2. Proposed Theoretical Framework: Institutional Approach to E- HRM Implementations In

Politics

5. CONCLUSION

This research aims at exploring political perspectives to e-HRM implementations in public
sector organisations through adopting institutional theory. In order to achieve this aim, we conducted

30 semi- structured qualitative interviews in MOFA and MOPA. The findings demonstrate that
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political perspective includes benefits, barriers and risks in terms of understanding e-HRM
implementation. However, as we stated in the literature section of this research, three political
perspectives have been discussed in a generic way. For this reason, we explored which dimensions
that should be included in the research to make more comprehensive analysis of political perspectives
to public organisations. This also was the main contribution of this research to the e-HRM field. As
we stated in Figure 2, knowledge transfer, political image, inconsistent policies, attempting to
sabotage, conflicts amongst political parties, resistance to change, and insufficient decision-making
process are the issues the politicians should focus on in the context of developing countries. Such a
perspective can provide standardised programs for adoption and improvement of e-HRM
implementations in the public sector organisations.

Institutional theory, on the other hand, was adopted in this research. The main reason for using
the perspective stems from creating an institutional setting for our context. For instance, based on the
e-HRM literature, the initial theoretical framework (Figure 1) showed that how e- HRM
implementations were institutionalised through the process of forming the public sector organisations.
This framework was developed after the analysis of the findings. Thus, we were able to make an
immense contribution to the e- HRM literature that omits the dimensions that we discussed in the

findings.
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