
Evaluation of HR System’s Worksheet Visualization based 

on Harvard Model, Life Cycle, and Organization Strategy 

and Management Type 

Yusuke Sato *,  Nobuyuki Kobayashi †,  Seiko Shirasaka * 

Abstract 

Rapid economic changes have recently been requesting human resource departments in Japa-

nese firms to transform their roles and services. No paper refers a method to map the themes they 

talk about and to discuss these issues explicitly by using the Harvard Model and Organization 

Strategy and Management Type. In this paper, we evaluate a worksheet using the Harvard Model 

and Organization Strategy and Management Type. The worksheet is divided into Visualization 

Map of HR Systems based on Life Cycle and Organization Strategy and Management Type. We 

asked employees of Human Resource Departments to use worksheets of "visualization map of 

HR systems based on life cycle" and "Organization Strategy and Management Type". Then, we 

evaluated the two points on whether they thought the HR System of their company was appro-

priate and whether they could write down and explain the HR System to other people. As a result, 

we confirmed that we achieved the goal of identifying issues of the firm and facilitating discus-

sions with management and HR employees of other companies. In addition, this method could 

play a role in a training program for people who have a little experience as employees of Human 

Resource Departments.   

Keywords: HRM, Harvard Model, Life Cycle, Organization Strategy and Management Type. 

1 Introduction 

In the era of information technology, the motivation and retention of knowledgeable workers in 

order to gain a winning edge in the market is one of the important challenges for human resource 

professionals. Human Resource Management (HRM) will be the key area of focus in the 21st 

century as companies and government organizations put in place strategies to cope up with the 

economic crisis and recovery. [1] Drucker states that the most important, and indeed truly unique, 

contribution of management in the 20th century was the fifty-fold increase in the productivity of 

the manual worker in manufacturing. The most important contribution management needs to 

make in the 21st century is similarly to increase the productivity of skilled work and knowledge 

workers. [2]. Rapid economic changes have recently been requesting human resource depart-

ments in Japanese firms to transform their roles and services. [3] In addition, organizations need 
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to constantly monitor the changes around their internal and external environment to compete and 

maintain the business interests due to the pressure and brutal competitive conditions of the tech-

netronic age posed by globalization and the Digital Revolution. One of the important approaches 

can manage this change in the efficient way is Strategic Human Resources Management, which 

is one of the strategic management processes of human resources within an organization. [4] Still 

most organizations gave employees little control over their careers, preferring to make placement 

and promotion decisions without consultation. [5]  

In a questionnaire survey conducted by Miwa, the more companies utilize HRM to emphasize 

individual achievements, utilize the external labor market, and to invest human resources devel-

opment, the more knowledge workers continue to work for these companies. [6] Abdullah de-

scribes that there is a positive correlation between effective HRM practices and financial perfor-

mance. [7] Improving the process of HR Systems by using HRM practices is a factor to increase 

competitive advantages of companies. Boxall et al. divide competitive advantages into "Human 

Capital Advantage" and "Human Process Advantage". He also explains that "Human Process 

Advantage" is more difficult for other companies to imitate. [8] Therefore, it is important to de-

sign and operate HR Systems from a strategic point of view, to increase the outcome of HRM 

and to build the core competence of an organization. [3] 

It is ambiguous as to who decides the HR Strategy, HR Management Process, and HR System. 

[9] Employees of Human Resource Departments are often confused as to what area they discuss

as they do not have enough viewpoints. [9] In addition, it is necessary to design appropriate HR

Systems based on HR Management such as controlled or autonomous types. [9] However, no

paper refers to a method for mapping the theme they talk about and to discuss these issues ex-

plicitly by using the Harvard Model and Organization Strategy and Management Type in this

study. For solving the three issues described in previous studies, the purpose of this study thus is

to propose a method to map the theme they talk about and to discuss the issues explicitly by using

the Harvard Model and Organization Strategy and Management Type. In addition, we evaluate

the two points of whether they thought the HR System of their company was appropriate and

whether they could write down and explain the HR System to other people.

Next, we explain the novelty of this study as follows. Figen et al. have proposed the method of 

the HRM business process model to evolute it by using IDEF0. [10] This study differs from the 

previous study [10] in that it does not fit the strategy and management type of companies. Itakura 

[11] introduced the conception of creative self-managing organizations in modern times based

on Mintzberg [12].Therefore, the previous study [11] introduces a viewpoint for thinking about

strategy formation, however the previous study is not a study that integrates the viewpoint of

management. This study suggested the worksheet combine the viewpoint of strategy formation

and management type, which differ the previous study [11]. Liu [13], Oso [14] use the viewpoint

of Harvard Model suggested by Beer et al. [5] aimed at implementing human resource manage-

ment. These previous studies [13] [14] are not studies that focus on visualizing the map of HR

Systems. Iida, Nicholson, and Ayubu referred especially recruiting area. [15] [16] [17] However,

our study captures the whole of human resource management. Therefore, the novelty of this study

is to evaluate a worksheet to visualize HR Systems based on Organization Strategy and Manage-

ment Type. We verify and validate a worksheet to map the theme they talk about and to discuss

the issues explicitly by using the Harvard Model.

In the following, first, in Chapter 2, we outline the Human Resource Management theory, espe-

cially the Harvard Model. In addition, we explain the Visualization Map of HR Systems based 
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on Life Cycle. Then, in Chapter 3, we refer Organization Strategy and Management Type. We 

describe the evaluation method and the evaluation results in Chapter 4. Finally, we state discus-

sion to review the results of evaluation in Chapter 5 and we summarize what we indicated and 

explain the direction of future research as a conclusion in Chapter 6. 

2 Literature Review 

A. Definition of HRM (Human Resource Management)

Beer et al. define HRM as “all management decisions and actions that affect the nature of 

the relationship between the organization and employees-its human resources.” [5] In this 

paper, we use Beer et al.’s definition as we created the method based on the Harvard Model 

proposed by him. 

B. Features of the Harvard Model

Beer et al. offer the “Map of the HRM Theory” for diagnosing not only the impact of man-

agement decisions on the human resources of the firm, but also whether or not the policies 

that guide those decisions continue to make sense and what changes might be considered in 

them. [5] Beer et al. show the analytical approach in Figure 1 which is a broad causal map-

ping of the determinants and consequences of HRM Policy Choices. 

C. Features of the Harvard Model

Sato et al. suggested a matrix using the three axes of target employee, Human Resource 

Flow, and Life Cycle Stage. [18]  

As mentioned in previous sections, no paper referring to Human Resource Flow shows how 

to construct and operate HRM Policy Choices in the Harvard Model which includes Human 

Resource Flow, Work System, Reward System, and Employment Influence by using the con-

cept of Life Cycle Stage. [18] Therefore, this paper uses HRM Policy Choices instead of 

Human Resource Flow in Figure 2. 

Figure 1: Map of the HRM Theory [5]. 
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Figure 2: Visualization Map of HR System based on Life Cycle [18]. 

D. Map of the Harvard Model with Three points of view

Sato et al. added a feedback process to Human Resource Policy Choices from HR Outcomes. 

[19] In this paper, we focus on "1. HRM Policy Choices" in Figure 3. After making four HR

Systems within HRM Policy Choices, we will be able to check "2. Verification of HR Out-

comes" as well as "3. Feedback to HRM Policy Choices from HR Outcomes".

E. Creative and Autonomous Organizations

Itakura suggested the concept of “creative autonomous organization”. [11] He stated that 

the need for a creative and autonomous organization has emerged in modern companies, and 

its functions are a combination of "creative aspect" and "autonomous aspect". The autono-

mous aspect has long been taken in the context of companies adapting to environmental 

changes. 

In such a case, the organization itself is under self-control with a large degree of delegation 

of authority, and the "Plan (plan) — Execution (do) — Control (see)" step is carried out under 

self-control within the organization. They will also evaluate any plans and results selected. 

The centralized command system made it difficult to respond effectively to various issues, 

and the need for on-site coordination arose. [11] Therefore, in this study, we define a cen-

tralized management system in which the field faithfully follows the direction of the top of 

an organization. We also define a decentralized management system in which the organiza-

tion responds to diverse issues on the ground. 
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Figure 3: Map of the Harvard Model with Three points of view [19] 

3 A Proposal of HR System’s Worksheet Visualization based on 
Harvard Model, Life Cycle, and Organization Strategy and 
Management Type 

A. Organization Strategy and Management Type

In this paper, we propose a method to map the theme they talk about and to discuss the issues 

explicitly by using the Harvard Model and Organization Strategy and Management Type. The 

method is divided into Visualization Map of HR Systems based on Life Cycle and Organization 

Strategy and Management Type. As we mentioned Visualization Map of HR Systems based on 

Life Cycle, we explain Organization Strategy and Management Type in this section. 

First, we quote Strategy Formation which is composed of Deliberate and Emergent as the ver-

tical axis. [12] Deliberate Strategy is realized as people intended. Emergent Strategy is realized 

in the absence of intentions. Second, we define the management type, Centralization or Decen-

tralization, as the horizontal axis. Finally, we call this matrix Organization Strategy and Manage-

ment Type and name the four boxes in Figure 4. 

B. Explanation of each segment in Organization Strategy and Management Type

(1) Deliberate Strategy and Centralization Management Type (DSCM)

In this segment, the strategy of a company is decided by the management team. The strategy is 

executed through centralization. When people of the Human Resources Department construct 

their HR System, it is important how their employees act in accordance with the strategy. In 

addition, people of the Human Resources Department need to confirm whether a HR System is 

compatible with their own Strategy. It is effective, for example, in heavy-duty and large-sized 

industries as well as highly confidential businesses because this organization type consolidates 

the authority in the management team. However, when the strategy is wrong, there is a risk of 

suffering fatal damage. Employees cannot raise their voices in dissatisfaction and retire as a result 

of strong centralization. 
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Figure 4: Organization Strategy and Management Type. 

(2) Deliberate Strategy and Decentralization Management Type (DSDM)

In this segment, although corporate strategy is decided by the management team, the employees 

can execute their work autonomously. Therefore, it is important to design ways to promote col-

laboration among employees after the management team announces the strategy. The employees 

of the Human Resources Department need to pay attention to the delegation of authority and 

foster a collaborative culture in their organizations. This organization type is particularly effective 

in businesses that have a high uncertainty in their industry and speed because management teams 

indicate guidelines and employees can work based on their decision. On the other hand, there is 

the disadvantage of suffering fatal damage when the strategy is wrong and a risk that the auton-

omy of the employees increases the management cost. 

(3) Emergent Strategy and Centralization Management Type (ESCM)

In this segment, a corporate strategy is created emergently by their employees and it is executed 

centrally. For this, it is important how to develop the strategy emergently, how to decide who will 

manage and pursue the execution of the formulated strategy, and how to raise employee's com-

mitment. In other words, the balance between "autonomy" and "centralization" is the key. This 

organization type is good for large enterprises in need of innovation and startup companies in the 

stage of providing a new business to the world. However, it takes time to decide strategy. If the 

management shift unconsciously from ESCM to DSCM type, the employees may hate the shrink-

ing of their business and authority and leave the firms. Transition of organization type can gen-

erate risks that can cause employees to retire as they dislike the new organization types. 

(4) Emergent Strategy and Decentralization Management Type (ESDM)

In this segment, a strategy of a company is emergently created, and the employees execute it 

autonomously. We call this type of organization “DAO” (Decentralized Autonomous Organiza-

tion). It is the most difficult to design rules to manage this organization. It is important to promote 

commitment while guaranteeing the autonomy of employees. This organization type is highly 

effective for business situations where the uncertainty is high and a number of new businesses 

need to be launched and deployed quickly. Otherwise, there is a danger of being broken down 

because there is no policy or management theory. 
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C. Worksheet of Visualizing HR Systems based on Organization Strategy and Management

Type

We created a worksheet to make it easy to use the “Visualization Map of HR Systems based on 

Life Cycle” and “Organization Strategy and Management Type”. In the worksheet, we set several 

frames in order to define the “Organization Strategy and Management Type” and the scope of the 

HR System. Next, it is possible to clearly show which area we are discussing by writing out the 

HR System in detail for each Life Cycle Stage. We show the worksheet in Figure 5. 

Figure 5: Worksheet of Visualizing HR System based on Organization Strategy and Manage-

ment Type. 

4 Evaluation for HR System’s Worksheet Visualization based 
on Harvard Model, Life Cycle, and Organization Strategy 
and Management Type 

A. Verification Procedure and Content

We asked 12 employees of Human Resource Departments of small or major IT companies and 

financial companies to use the worksheet "Visualization map of HR systems based on life cycle" 

and "Organization Strategy and Management Type". Then, we evaluated the two points on 

whether they thought the HR System of their company was appropriate and whether they could 

write down and explain the HR System to other people. When they finished, I let them review 
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HR Systems through discussions with other members and finally answer the questionnaire. We 

analyzed the results of the questionnaire and worksheet and then conducted validation. We show 

this evaluation procedure and content in Figure 6. 

Figure 6: Evaluation Procedure and Content. 

B. Evaluation Results about Validation

We show the results of the evaluation results about validation in Table 1. From the result of 

No. 1, more than 90% of the people were able to visualize what they discussed and what they 

wanted to convey by using this method. In addition, it was also confirmed from the result of No. 

2 that more than 90% of the personnel could make discussion easier by using the worksheet. 

Finally, we checked the validity of the result of No.3 that 75% of the people can easily discuss 

the appropriate HR system based on their Organization Strategy and Management Type. How-

ever, only 7 out of 12 people who could complete the matrix comprehensively; more than 90% 

which was 18 boxes out of 20 boxes on the worksheet. 

Table 1: The evaluation result of 12 human resource department employees about validation. 

Evaluation method No. Evaluation item Evaluation criteria Evaluation results

1

Whether the worksheet make

it possible to visualize what

you are discussing and what

you want to convey.

Majority of positive

responses

Effectiveness

（91.6%）

2

Whether the worksheet make

it easy to argue with other

people.

Majority of positive

responses

Effectiveness

（91.6%）

3

Whether the worksheet make

it easy for employees of

human resource department to

discuss their appropriate HR

system.

Majority of positive

responses

Effectiveness

（75.0%）

Worksheet 4

Whether the employees of

human resource department

comprehensively considered

the appropriate HR system of

their company?

Fill in the box over 90%
7 people out of

12 people

Questionnaire
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C. Evaluation Results for Comprehensibility, Availability, Effectiveness

We show the evaluation results for Comprehensibility, Availability, Effectiveness in Table 2. 

From the result of No. 5, 66.7% of the people stated that the framework structure was easy to 

understand. In addition, it was also confirmed from the result of No. 6, No. 7, and No.8 HR 

employees were able to understand the concepts of Organization Strategy and Management Type, 

HRM Policy Choices, and Life-Cycle Stage. From the result of No. 6, all of the people mentioned 

that they understood the concepts of Organization Strategy and Management Type. From the 

result of No. 7, 75.0% of the people stated that they understood HRM Policy Choices. From the 

result of No. 8, 91.7% of the people stated that they understood the concept of Life-Cycle Stage. 

Next, from the result of No. 9, we confirmed the availability of the worksheet as 66.7 % of people 

answered that the framework worksheet was easy to organize. Finally, we checked the effective-

ness of the worksheet from the results of No.10 to No. 14. From the result of No. 10, 75% of the 

people stated that the framework has made it easier for them to organize their thoughts and com-

municate their requests. From the result of No. 11, 75% of the people answered that they were 

more comfortable with their HR system. From the result of No. 12, 75% of the people mentioned 

that they have gained a better understanding of HR systems of other companies. From the result 

of No. 13, 66.7% of the people mentioned that they thought it would be easier to work with the 

president. From the result of No. 14, 66.7% of the people stated that they found it easier to work 

with other HR professionals. However, the result of No. 15 and 16 implied that there were some 

improvements. From the result of No. 15, 41.7% of the people mentioned that they thought it 

would be easier to work with their employees. In addition, from the result of No. 16, only 33.3% 

of the people stated that they thought employees could communicate their needs to management 

and human resource departments. For reference, we show the actual completed worksheet in 

Figure 7. The subject could write specific items of the entire lifecycle from concept to retirement 

because he had HR experience more than 10 years. The lifecycle of the worksheet allows him to 

clearly extract what needs to be done. For example, we confirm the effectiveness of the proposed 

worksheet by the result writing "Fit for the company" in Figure 7. The reason is that he was able 

to verbalize his goals in the cell of concept, which he had not been well do. We confirm the 

effectiveness of the proposed worksheet by the result writing "Training of human resources to 

contribute to the company" in Figure 7. The reason is that he was able to think concretely about 

how to achieve the goal of "Fit for the Company" in the cell of concept. However, he did not 

describe Employee Influence since there was no specific information about it. 
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Table 2: The evaluation result of 12 human resource department employees about Compre-

hensibility, Availability, and Effectiveness. 

Evaluation method No. Evaluation item Evaluation criteria Evaluation results

5
Is the framework structure

easy to understand?

Majority of positive

responses

Effectiveness

（66.7%）

6

Do you understand the

concepts of Organization

Strategy and Management

Type

Majority of positive

responses

Effectiveness

（100.0%）

7
Do you understand HRM Policy

Choices?

Majority of positive

responses

Effectiveness

（75.0%）

8
Do you understand the

concept of Life-Cycle Stage?

Majority of positive

responses

Effectiveness

（91.7%）

Availability 9
Is the framework worksheet

easy to organize?

Majority of positive

responses

Effectiveness

（66.7%）

10

Has the framework made it

easier for you to organize your

thoughts and communicate

your requests?

Majority of positive

responses

Effectiveness

（75.0%）

11
Are you more comfortable with

your HR system?

Majority of positive

responses

Effectiveness

（75.0%）

12

Have you gained a better

understanding of the HR

system of other companies?

Majority of positive

responses

Effectiveness

（75.0%）

13
Do you think it will be easier to

work with the president?

Majority of positive

responses

Effectiveness

（66.7%）

14
Do you find it easier to work

with other HR professionals?

Majority of positive

responses

Effectiveness

（83.3%）

15
Do you think it will be easier to

work with employees?

Majority of positive

responses

Not Effectiveness

（41.7%）

16

Do you think employees can

communicate their needs to

management and human

resource department?

Majority of positive

responses

Not Effectiveness

（33.3%）

Effectiveness

Comprehensibility
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Figure 7: Worksheet filled out by a person who belong to human resource department of an 

IT company 

5  Conclusions 

A. Summary

In this paper, we evaluated a worksheet by using the Harvard Model and Organization Strat-

egy and Management Type. The method is divided into Visualization Map of HR Systems 

based on Life Cycle and Organization Strategy and Management Type. We asked employees 

of Human Resource Departments to use a worksheet of "Visualization map of HR systems 

based on life cycle" and "Organization Strategy and Management Type". Then, we evaluated 

the two points on whether they thought the HR System of their company was appropriate 

and whether they could write down and explain the HR System to other people. As a result, 

we confirmed that we achieved the goal of identifying issues of the firm and facilitating 

discussion with management and HR employees of other companies. In addition, this method 

can play a role in a training program for people who have little experience as employees of 

Human Resource Departments. 

B. Evolution of Future Research

We discovered some challenges in the future through this study. First, we need to suggest a 

method to measure the Maturity of HR Systems. When we create this, we will be able to find 

issues of HR Systems easily. Second, we should find the issues in detail by using Systems 
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Engineering. We can identify problems easily when we use Systems Engineering as it is a 

comprehensive standard model. Third, further research is needed on how to build an appro-

priate HR System using the Harvard Model and Systems Engineering. No paper describes a 

method to create a HR System to combine the Harvard Model and Systems Engineering 

based on Organization Strategy and Management Type. Fourth, If the lack of personnel abil-

ity causes the low maturity of the HR System, we need to suggest an effective training pro-

gram. Fifth, we tested people who work in the HR department in this study. However, it is 

not clear whether the study can be applied to people who are not belong to human resource 

department. Therefore, it is necessary to define the subjects to be compared in detail and 

conduct a statistical analysis in the future. Finally, there are also some problems to solve 

from the evaluation result in Table 2. Future research should improve the worksheet to make 

it easier to work with employees. In addition, future research needs to revise the method so 

that employees can communicate their needs to management and human resource depart-

ments. 
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