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HR knowledge is multi-facet functional knowledge 
comprising both the HR policies and practices that are 
already codified documented and the related experience 
and practice that are personal and deeply rooted in the 
HR team. It co-exists spontaneously and collectively at 
individual, functional and organizational levels. 

A. The Conceptual Framework 
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A. Introducing Case GB 

A. Development of HR Policies and Practices 

‘Our HR policies are actually instigated from demand. 
These could be to resolve a problem, or in line with the 
future direction or an area that we need to improve.’ 

‘when you formulate a policy, you must define who this 
policy for, who that person thinks of it and what his 

opinion is. I often use this method to reinforce their 
thinking. Gradually, the client-oriented concept will 
permeate their way of thinking.’  

‘Firstly, when we plan a policy, let’s say there are ten 
clients, but a few of them require immediate attention, 
then I will talk to these people first. Find out what it is 
that they really needed, then draft a policy. After that, I 
will  the draft, or even call a meeting to discuss 
details and feedback. Together we will look at the system, 
the feasibility, and how it can be implemented. We will 
collect everybody’s feedback and summarize it. We will 
then review policy and make adjustment accordingly’. 
[Group HR Manager] 

‘before the 
company announced a policy, they would communicate with 
us for example, seek our opinions. However, not all feedback 
could be taken into account and resulted in policy adjustment, 
because it is a big company.’

‘in the past, the status of HR is very ordinary. People 
defined you as dong things like recruitment, training… 
general things like that. They did not respect, nor feel 
that they needed you that much. Your worth in the 
company was therefore low. Now, I understand the 
company’s business better, I can add value to the 
business. They feel they need me more and I can feel 
more of their respect and have bigger influence on them. 
My status becomes higher than ever… As a HR person, if 
I cannot make such an impact, I cannot call myself a 
business partner (to my client).’ [Group HR Manager] 

B. Implementation of HR Policies and Practices 

‘Some departments do not act according to the policy. 
In the past, our practice was to reprimand such 
department for failing to comply. With the client-oriented 
approach, instead of forcing to accepting the policy and 
criticizing the failure, rather treating it as an enquiry to 
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find out what were the reasons, whether there were some 
unforeseen difficulties, or they did not agree with the 
policy for some reasons.’ [Group HR Manager]  

‘We have a target for technology innovation. The 
company defined innovation as new product innovation, 
or product innovation, or a kind of technology 
innovation. At the time, what we tried to figure it out was 
whether it related to plastics (factory product), because 
this is something that we did not come cross before. So, 
the Director for Technology said ‘for any innovation I 
need to invest, does the company affirm my investment?’ 
then there was another complication, by the time that 
performance appraisal was actualized, it came to the end 
of budget plan for that year. The investment associated 
with the innovation could not be included in the budget, 
consequently could not be carried out. No one has 
considered this scenario. If this budget did not exist, the 
key performance indicator would not be included.’ 

C.Communication and Feedback 

‘Our communication is constant and daily…. When we 
received any information we will share. Say when the 
company had a new policy; I would talk to others to see 
what did they think? How did they understand it? What 
questions did they have? We would talk about it. When 
we found that the understanding of several HR managers 
is more or less the same, then I know that is fine and 
there would not be any problem when we implemented 
it.’ [HR Manager B] 

‘not only within the HR team, we 
also communicated with others at all levels including junior 
ones like section supervisors or staff members. Sometimes, 
they do not have a complete understanding; we have to 
explain it to them repeatedly.’

D.Depicting a Social Mechanism 
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