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Introduction

T
he system approach in human resources 

management provides an alterna ve 

viewpoint in order to clarify the structure 

of the system, reveal the links with external 

environment, and determine the way the 

organiza on operates to reach the defi ned goal. 

This analysis is essen al for prac cal purposes. 

It supports the everyday work of managers to 

determine the following:

The cause-eff ect rela onships between • 

the  pes of ac vi es in the system of human 

resources management;

Ensuring its contacts with the external and • 

internal environments;

The applica on of certain approaches, methods • 

and techniques for people management.

The system approach provides a set of instruments 

for repor ng the impact of one of the func ons 

on the rest of them in making management 

decisions (the evalua on infl uences educa on, 

career, remunera on size, etc.) The human 

resources management system includes all 

func ons related to the management of 

these resources, the interac ons between 

them, the rela ons to the environment, the 

ways of labour organiza on to achieve the 

business goals of the organiza on and the 

applicable tools consis ng in approaches, 

principles, methods, and techniques (4).

In the analysis of the human resources 

management system, it is advisable to also apply 

the process approach in addi on to the system 

approach, as each func on represents a fi eld 

of ac on of a certain management process, 

as well as the system of management of the 

specifi c target (human resources) – this is the 

totali  of func ons related to a management 

cycle1. Thus, an integrated approach is formed 

1 Harizanova, М. et all. Management. Values, communica on, change., UNWE, 2006, p. 115.
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in the research of the func ons of the human 

resources management system and this approach 

is applied in our study.

The set of methods adopted by the authors 

for func onal analysis of the human resources 

management system is based on several main 

theses and accepted models.

The specifi c characteris cs of the human 1. 

resources management system consist in the 

input and output parameters – these are 

human resources. They come as an input at the 

entry with their knowledge, skills, a itudes, 

and mo va on for successful realiza on in the 

respec ve organiza on. At the exit – human 

resources are defi ned by the new changes in 

their quan ta ve and qualita ve characteris cs 

and the level of their performance. Change is 

observed with respect to the behaviour, values, 

development, and career growth in parallel with 

the development and change in the organiza on 

itself. In this aspect of the study, the output 

of the human resources management system 

includes a mix of various components, which 

are the subject of analysis in determining the 

effi  ciency of its opera on.

The func ons of the human resources 2. 

management system include analysis and design 

of job posi ons, human resources planning, 

recruitment and selec on, evalua on of human 

resources, remunera on, training and career 

growth, mo va on, ensuring healthy and 

safe working condi ons and improving labour 

rela onships (Figure 1). Each func on is realized 

through respec ve ac vi es.

Figure 1. Links and interactions between the main activities in the human resources management system
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The goal of the study is to reveal the poten al 

of improving human resources management 

and the applica on of system approach to 

management func ons.

The tasks are the following:

To present the latest data on the applica on 1. 

of the system of human resources management 

func ons in Bulgarian organiza ons.

To analyze these data from the point of view 2. 

of the defi ned goal.

To draw solu ons and recommenda ons that 3. 

can be prac cally implemented for improving the 

process of human resources management.

Grouping these func ons in the human resources 

management system is performed in order to 

integrate diff erent aspects of management 

ac vi es from the point of view of the theory 

and prac ce, and their infl uence on the degree 

of achieving results and people sa sfac on. 

The grouping can include other func ons like 

mo va on, communica on, leadership in people 

management, team building.

1. Scope of the Study

The characteris c of the diff erent func ons were 

studied according to the  pe and the main 

points of emphasis of the links and rela ons in its 

realiza on and the applica on of specifi c approach-

es, methods, means of infl uence, and their use in 

the specifi c organiza on. 192 organiza ons of dif-

ferent sizes and fi elds of ac vi  were studied .

According to company size, the ques oned 

persons are distributed as follows:

Organiza on size

Company small medium large total

Number 32 75 85 192

Percentage 17 % 39 % 44 % 100 %

The scope of the study adequately refl ects the 

presence of well-structured and targeted human 

resources management, where the diff erent func ons 

are defi ned, the  pes of prac ce are established, 

and the respec ve organiza on structures are 

developed (directorates, departments, or stand-

alone specialists in human resources management). 

Figure 2. Distribution of studied organizations by fields of activity
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Expanded human resources management systems 

exist mainly in the large organiza ons, which are 

44 % of the studied sample.

The distribu on of the ques oned persons with 

respect to fi elds of ac vi  is rela vely equal, as 

shown in Figure 2, which is a precondi on for 

valid conclusions and synopsis.

2. Results from the Study 
of the Application of Human 
Resources Management Functions

Analysis and design of job positions

The analysis of job posi ons includes a 

systemic study of the content, responsibili es 

and interac on between job posi ons and the 

requirements presented to their executants. 

The informa on obtained from the analysis 

of job posi ons is used for determining 

needed personnel, its selec on, evalua on, 

developing training programs and courses, 

labour remunera on and improving working 

condi ons. The main methods applied while 

performing the analysis are: ques onnaires, 

interviews, expert assessment, study of technical-

technological condi ons, repor ng, and other 

documenta on.

The design of job posi ons infl uences 

mo va on, produc vi , and work performance 

of human resources. Forming a certain content 

of workers’ and employees’ labour in all 

departments and units in the organiza on is in 

close rela onship and interac on with a number 

of opera ve human resources management. This 

involves structuring the individual ac vi es with 

the aim to sa sfy the technical-organiza on 

labour requirements and the psychological and 

physical needs of the employee.

The rela onships are of major importance for 

the communica on between the employees in 

the process of comple ng tasks. In order for 

the design process to take place, the methods 

of job rota on, enriching or broadening the 

job posi on, reengineering, and crea on of 

autonomous workgroups are used.

The ac vi  of analysis and design of job posi ons 

is performed in a small part of Bulgarian 

enterprises (Figure 3).

Figure 3. State of the activity “Analysis and design of job positions”
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The percentage of organiza ons performing 

this ac vi  goes up along with the increase 

in size of the organiza on. From the studied 

companies, only 37 % of the small and 39 % 

of the medium perform job posi ons design 

and analysis. In the large organiza ons, this 

percentage reaches 50 %. In the organiza ons 

targeted by our study, which have recognized 

the necessi  of high quali  design and 

analysis of job posi ons, the most frequently 

used method of job posi on analysis is direct 

observa on (Figure 4). It is used in 100 % of 

the small, 71 % of the medium, and 80 % 

of the large companies). The second preferred 

method is the interview (used by 85 % of the 

small, 50 % of the medium, and 40 % of the 

large organiza ons). The least used methods 

are expert assessment (only in 5 % of the 

large companies) and job diaries. Obviously, 

prac cal work is based on the faster and more 

opera ve, although less precise, methods of 

obtaining informa on.

Human resources planning

This is an inextricable part of business planning in 

the organiza on. It is carried out simultaneously 

with the development of other plans – marke ng, 

produc on, and fi nancial, as a guarantee 

for a ainment of the strategy and goals of 

the organiza on. Human resources planning 

infl uences posi vely the overall development 

of the organiza on – resul ng in higher labour 

produc vi , improving the quali  of the life at 

* the sum of percentages is above 100 as it is possible to give more than one answer

Figure 4. Methods used for job position analysis
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work, ensuring human resources adap vi , and 

diminishing fl uidi  of manpower.

When changes or considerable investment in 

the organiza on are planned, the “human 

resources” variable should not be omi ed or 

taken into account only a er taking all other 

decisions – technological, organiza onal, 

fi nancial. The “human resources” concept 

should be present in the forecasts, plans, and 

programs. This concept of human resources 

planning is understood as a coordinated totali  

of methodical ac vi es in the development and 

applica on of a system of plans and programs 

for the improvement and development of 

human resources in correspondence with the 

planned changes in the organiza on, including 

during crisis.

The human resource plans are an important 

instrument for infl uencing and preparing the 

organiza on for future changes. They avert 

unreasonable expenses in case of defi cit or 

surplus of human resources, balancing labour 

demand and supply in the organiza on and, 

in such a way, the use of human capabili es is 

op mized. Despite the undisputable importance 

of this ac vi , however, only 9 % of the small, 

21 % of the medium, and 34 % of the large 

enterprises plan human resources as a separate 

ac vi  using the respec ve instruments.

Recruitment and selection of human 

resources

Recruitment and selec on is a process 

related to determining the most appropriate 

possible applicants for certain job posi ons. 

During recruitment, the requirements 

to the applicants are defi ned\in close link 

with the posi on profi le. In the last years, 

the “competence model” is used to defi ne 

the necessary set of requirements. On this 

basis, the vacant job posi ons are developed 

in a professional way, i.e. so as to a ract 

applicants corresponding to the job posi on 

requirements profi le.

According to the respondents of the present 

study, the most widely used source of staff  

recruitment is adver sement in the media (for 

62 % of the small, 75 % of the medium, and 

85 % of the large organiza ons). The next 

widely used source is job searching sites (44 % 

of the small, 47 % of the medium, and 65 % 

of the large organiza ons). Internal recruitment 

is a more frequent prac ce in medium (42 %) 

and large organiza ons (40 %) than in small 

organiza ons (31 %). The reason is that large 

organiza ons really dispose of higher numbers of 

competent employees who can take the vacant 

posi on (especially if it is a managerial one). The 

least used sources are oral adver sement (0 % 

of the large companies use it) and headhun ng 

(0 % of the small, 8 % of the medium, and 

7 % of the large).

A er the necessary documents are received 

from the applicants, the selec on starts. 

Professional selec on implies the par cipa on 

of recruitment and selec on specialists, or – in 

case of lack of such specialists – outsourcing. 

Understanding the selec on procedure 

depends on the competency of its par cipants 

and the job posi on requirements. Professional 

selec on includes a set of methods for verifying 

the competencies of the applicants at diff erent 

stages using an appropriate control system – 

determining each stage of the applicants 

ra ng process. This control and evalua on 

system provides the possibili  of moving 

highly rated applicants to the next stages, 

while others with lower ra ng would drop off  

the compe  on. In professionally developed 

evalua on systems, the ra ng iden fi es the 

presence or absence of defi ned competencies. 

Performing specifi c selec on procedure stages 

makes the process more expensive, but this 

is a guarantee of lower risks of selec on of 
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applicants not complying with the “suitabili ” 

profi le (comparing the “requirements” profi le 

with the “capabili es” profi le).

The most frequently used methods in human 

resources selec on in Bulgaria are the interview 

and the tests (Figure 5).

The interview is used in 87 % of the small, 

92 % of the medium, and 100 % of the large 

organiza ons. Test are applied by 31 % of 

the small, 39 % of the medium, and 32 % of 

the large organiza ons. In 22 % of medium 

organiza ons in the fi eld of services, 33 % of 

those in the fi eld of consultancy, and 100 % 

in the fi eld of IT business, the method of 

recommenda ons is also used in staff  selec on. 

Only 7 % of the large enterprises use cases 

solu on for staff  selec on (33 % of companies 

in the fi eld of commerce and distribu on and 

17 % of those in the fi eld of transport and 

communica ons). The “evalua on centres” 

method is not used in neither one of the listed 

enterprises, which is in sharp contrast with the 

world trends in the fi eld of human resources 

management. An explana on of this fact lies in 

the prac cal absence of such specialized centres, 

which dispose of the respec ve methods and 

expert staff .

In modern organiza ons, this recruitment and 

selec on ac vi  ends by the introduc on of 

the appointed applicants to the organiza on. 

The Department of Human Resources 

Management develops introduc on programs 

for this purpose. The job posi on orienta on 

process makes the adapta on of a newly hired 

employee easier and his/her commitment 

to the organiza on higher, contribu ng 

to the achievement of the organiza on 

* the sum of percentages is above 100 as it is possible to give more than one answer

Figure 5. Methods used in the selection of human resources
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goals. Adequate welcoming into the team, 

clarifying all aspects of its ac vi , the ways of 

communica on, evalua on, development, are 

essen al to his/her work.

Human resources evaluation

This ac vi  plays a decisive role in the 

organiza on, providing jus fi ca on to personal 

decisions related to human resources turnover – 

displacement, promo on, demo on, fi ring, 

diff eren a on, or change of the system of 

remunera on, training, career development, 

mo va on. Human resources evalua on is a 

structured and rule-regulated process based on 

a specially developed scoring system.

Each organiza on takes into considera on • 

specifi c principles, rules, requirements, and 

procedures for work performance evalua on 

in the development of the human resources 

evalua on system. This system refl ects the 

management s le, the strategy and policy in 

human resources management, the values and 

norms of the company’s culture.

More than 70 % of all studied organiza ons 

perform human resources evalua on.

(Figure 6) In the large organiza ons, informal 

staff  evalua on makes only 3 %. Evalua on 

is not done in the large organiza ons in the 

fi eld of public administra on (50 %) and 

manufacturing (40 %).

If there is an evalua on system in place, the 

evalua on itself is done most o en by the direct 

manager (in 100 % of the small, 87 % of the 

medium, and 96 % of the large organiza ons).

(Figure 7) In addi on to the evalua on done 

by the direct manager, the evalua on in 

the small organiza ons is also performed by 

customers (11 %) and colleagues (11 %), the 

last being used most of all in companies in 

the fi eld of manufacturing (50 %), trade, and 

distribu on (50 %).

Methods like self-assessment and evalua on 

by subordinates are also used in 8 % of the 

medium and 4 % of the large organiza on. In 

13 % of the medium and 8 % of the large 

enterprises, the evalua on is performed by the 

Figure 6. State of the activity “ Human resources evaluation”
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Human Resources Department. In neither one 

of the studied organiza ons the evalua on is 

performed by commi ees.

In a professionally developed evaluation 

system, there is still room for certain 

problems and mistakes related to the 

organization, information, used methods, 

and management. Overcoming them is 

possible by introducing a system of evaluation 

of all the staff, including the organization 

management. This was underlined in a large 

number of sociological and psychological 

studies carried out over the last years. The 

attitude to the subject of study is changing, 

and involved specialists look more and more 

for methods of accounting for differences 

and their appropriate evaluation in the work 

performance of employees, which are then 

reflected in their remuneration, training, and 

career.

Remuneration management

Remunera on management infl uences human 

resources mo va on from the economic and 

psychological point of view. Remunera on is 

associated with social status, authori , and 

recogni on. Remunera on management refl ects 

the philosophy of the organiza on management 

with respect to a rac ng, retaining, and 

mo va on of human resources. This means 

remunera on should ensure compe  ve, but 

equal levels of payment in an industry branch or 

profession.

Remunera on management includes the 

development, implementa on, and support 

of systems of cash and non-cash payments, 

which infl uence the quali  of performance in 

reaching the organiza on goals. Diffi  cul es 

for this management are created as a result 

of the contrac ng interests of employers and 

employees, employers and trade unions; the 

Figure 7. Subject of the human resource evaluation
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rules and limita ons imposed by labour law 

in the country, and of the factors infl uencing 

salaries in the diff erent industries.

In 69 % of the small, 50 % of the medium, and 

48 % of the large studied organiza ons, the 

salary is determined at company level – collec ve 

labour agreements are present only in the 

medium (17 %) and large companies (15 %).

The most popular method of employee 

mo va on is through bonuses received for good 

work. (Figure 8). The bonus package is not an 

instrument per se, but a part of the general 

program of remunera on, mo va on, and 

retaining of the employees in the company. It is 

very important that employees understand and 

value the investments made by the employer into 

their development, as well as the way of their 

communica on. The bonus system must maintain 

the balance and the hierarchical structure of the 

organiza on. More and more companies take 

into account the trend of employees preferring 

non-monetary incen ves over fi nancial s muli. 

The so called bonuses are related, on one hand, 

to mo va on and professional development, 

and on the other – to maintaining the balance 

between work and private life. In addi on to 

fi nancial bonuses (premiums distributed among 

employees over certain  me periods), other 

customary non-fi nancial incen ves are related to 

healthcare and childcare support. Distance work 

is also increasingly relied upon in the last years.

What is impressive in the results is that a 

high percentage of the studied organiza ons 

have developed a bonus system for employee 

mo va on – 75 % of the small and medium 

enterprises and 70 % of the large ones. A 

bonus system guarantees that employees who 

perform their du es at high quali  levels will 

receive higher payment and more non-fi nancial 

rewards.

The individual ac vi es in remunera on 

management have a close link with the other 

ac vi es in the system of human resources 

management – job posi on analysis (job content 

represents the main criteria in salary forma on), 

selec on, and educa on (determining the 

qualifi ca on of the employee and the level of 

his/her work performance), evalua on, decisions 

on salary change, training, promo on, and 

mo va on.

Figure 8. Application of the bonus system in remuneration management
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Human resources training

Training is a strategic func on of human resources 

management. It is directly related to growth and 

compe  veness, condi oning the professional 

development and growth of the personnel. 

Investments in training equal investments in 

priori zing and sustainable development of 

organiza ons and their human resources.

In the condi ons of permanent technological 

and technical change, compe  on, 

interna onaliza on of the economy, crises, those 

organiza ons succeed which are able to react 

and are the fastest to adapt to the dynamics 

of the environment. The introduc on of 

permanent training in the organiza on raises the 

competence of human resources, mo vates them 

towards higher work quali  and contributes to a 

balance between the organiza on’s interests and 

personal interests. The new knowledge, skills, and 

a itudes elevates the price of employees’ labour 

and their adapta on to new working condi ons 

becomes easier. Human resources training is the 

basis for career development. The value system 

of contemporary human resources is related to 

development, improvement and self-realiza on. 

Each training mo vates the employees for the 

next one, when change is ensured in the other 

elements of the human resources management 

system – remunera on, promo on, transfer, 

team work.

In the studied organiza ons (Figure 9), the 

training needs are most frequently defi ned by the 

direct manager – in 63 % of the small, 83 % of 

the medium, and 70 % of the large companies. 

In organiza ons where a Human Resources 

Department exists, training needs are defi ned 

by specialists from this department – they have 

good understanding of employees capaci es; 

they determine the real needs of change in 

people’s knowledge, skills, and a itudes. About 

1/4 of all studied organiza ons do not perform 

training.

Training has a mul direc onal eff ect. On 

one hand, it maintains the necessary level of 

qualifi ca on and, respec vely, work quali . When 

it is regularly organized, employees refresh their 

knowledge and recollect some useful prac ces. 

In this way, they pay more a en on to essen al 

details in their work and their results remain at 

the desired level. On the other hand, training 

Figure 9. Subjects in the system of systematic human resources training
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builds upon the already acquired knowledge 

and experience, raises employees mo va on 

and results in lower manpower fl uidi . As 

a whole, employees feel sa sfi ed with their 

development.

In theory and prac ce, there are many and 

diff erent methods of human resources training– 

on-the-job or off -the-job.

The most frequently used methods of training, 

according to the respondents in the study, 

are: coaching, instruc ons, lectures, courses, 

and seminars (Figure 10). Diff erent courses 

and seminars for human resources training 

are organized in 80 % of the studied large 

companies, 61 % of the medium, and 54 % of 

the small ones.

The effi  ciency of the decisions made on human 

resources training depends both on the good 

knowledge of the specifi c characteris cs of 

the organiza on and the high professionalism 

of managers, who skilfully apply modern 

training methods. The trend of competencies 

development in human resources organiza on, 

as well as the increasing need for high level 

technological skills show that, more than ever, 

* the sum of percentages is above 100 as it is possible to give more than one answer

Figure 10. Methods of training in the organizations
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organiza ons need training and development of 

their resources.

Career management

Career management is individual understanding, 

followed by posi ons, and specifi c behaviour 

related to the work ac vi  of the person. It 

is a complex, lengthy, and various process of 

personali  management. Success in career 

development is associated with money, power, 

access to informa on, infl uence on a certain 

group of subordinates.

Organiza ons and management are o en inclined 

to perceive career as a naturally regulated process, 

which should be the concern of employees only. 

However, career management is directed towards 

the progress at work and the growth of human 

resources in the organiza on in conformi  with 

its needs and requirements for effi  ciency, results, 

development, and consolida on. In prac cal 

work, career management is considered in two 

aspects: career planning and success planning. 

Career planning strengthens employees 

growth in the organiza on in conformi  with 

the evalua on of organiza onal needs, their 

performance, poten al, and preferences. Success 

planning is iden fi ed with ensuring con nui  in 

the prepara on of future managers and leaders 

to prolong the life of an organiza on.

Formal career planning exists in the majori  of 

organiza ons – in 69 % of the small, 69 % of 

the medium, and 52 % of the large enterprises 

(Figure 11). In organiza ons, in which career 

management programs are introduced, the 

* the sum of percentages is above 100 as it is possible to give more than one answer

Figure 11. Career planning methods
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most frequently applied methods are training (in 

24 % of the small, 25 % of the medium, and 

42 % of the large organiza ons) and acquiring 

prac cal experience (in 14 % of the medium, 

and 30 % of the large companies). Career 

planning through succession is used only in the 

medium (11 %) and large organiza ons (12 %), 

and coaching – only in large companies (8 %).

The essence of career management is revealed 

in the combina on of interests of the individual 

person in his/her professional realiza on, on one 

hand, and of the organiza on, on the other. 

The successful career planning and development 

requires ac vi es from the part of three 

subjects – the organiza on and its management, 

the direct manager, and the employee.

Ensuring healthy and safe work conditions

Ensuring health and safe  of human resources in 

their work ac vi  is a permanent management 

func on, suppor ng the work capaci , 

produc vi , and quali  of labour. Ensuring 

healthy and safe work condi ons refl ects 

diff erent interests, which are to be combined in 

human resources management. Safe  and work 

condi ons are factors infl uencing the overall 

ac vi  of the organiza on. Managers, employees, 

and trade unions are involved in this process.

The ac vi es through which this func on is 

realized consist in:

applying the exis ng legisla on in this fi eld;• 

applying the main principles of ensuring • 

health and safe : preven on, integra on of 

health and safe  measures with the ac vi es 

related to preven on of damage and accidents, 

employers responsibili es;

developing and applying a targeted policy in • 

this fi eld;

ensuring healthcare services to the staff , • 

safe  control in the organiza on, etc.;

crea ng bodies responsible for working • 

condi ons and coordina ng the implementa on 

of the overall policy in the organiza on;

risk assessment and, on this basis, • 

development a program for improvement of 

working condi ons;

applying for and obtaining cer fi cates of • 

health and safe  management system at work 

(a great part of these standards are compa ble 

with the quali  standards from the series ISO 

9000 and ISO 14000) in order to support the 

integra on of quali , environmental, health 

and safe  work condi on management systems 

into a unifi ed management system of the 

organiza on.

The intense know-how transfer in the fi eld of 

human resources management supports the 

process of equalizing standards ensuring healthy 

and safe work condi ons. More than 64 % of 

all studied organiza ons, irrespec vely of their 

size, have a work condi ons control system and 

implement explicit programs for this ac vi .

Conclusion

The func ons of human resources 

management are grouped as a system and 

can be successfully analysed in the confi gura on 

proposed by the authors. It is in conformi  

with the tradi ons and prac ce of Bulgarian 

organiza ons. In rela on to the study, trea ng 

human resources as a system is a precondi on for 

integra on of the ac vi es and their successful 

administra on by the human resources manager. 

Human resources generate added value and 

their adequate and competent management is a 

problem for every organiza on. The results from 

the study clearly outline the advantages of large 

organiza ons in this respect:

the system is more clearly structured;• 

there is func onal diff eren a on;• 

various instruments are used.• 



System for Human Resources ManagementAr cles

84 Economic Alterna ves, issue 2, 2009

There is poten al for the development of the 

system in medium and, most of all, in small 

enterprises, taking into account their resource 

limita ons and their structures. Such poten al 

can be found in specializa on of ac vi es, training 

of specialists in human resources management, 

op mizing resources, and diversifi ca on of the 

applied methods and techniques.
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