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ABSTRACT 

Human capital is crucial to survive in a competitive business environment: But how to 

create, use, measure, and develop these human assets in a strategically both dynamic and 

sustainable way? To provide some tentative suggestions as how to answer these questions, we 

present evidences from an empirical study of the German DAX 30 companies. It shows which 

human capital strategies these companies follow and it allows interesting conclusions as how 

to deliver an additional value in strategy process and practice. Our study was able to predict 

the breakdown of the German Hypo Real Estate Holding, by locating a high risk in their 

human capital equipment and strategy. The results of this study have also influenced the 

political context, where the German Ministry of Labor for example reflects on to develop a 

standard for handling with employees, which could be a criterion for extension of loans. In 

this paper we build upon the potential of merging the logic of human capital management 

with the logic of dynamic capabilities, allowing us to give new insights in both bodies of 

knowledge. 

RESEARCH QUESTION  

Human assets are one of the most important competitive advantages a company can have 

(e.g., Scholz, 1982; Huselid, Jackson, and Schuler, 1997; Bartlett and Ghoshal, 2002; Scholz, 

2007; Boxall and Purcell, 2008). Therefore Human Capital Management (HCM) as a 

systematic instrument to analyze and improve Human Resource Management (HRM) is 

gaining relevance for Strategic Human Resource Management (SHRM). An important 

development within this logic is to focus on a monetary human capital measurement (e.g., 

Matthewman, 2006; Scholz, 2006; Syrett, 2006) in order to link it to the HR-related 
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discussion around HR risks (e.g., Kobi, 2002), human capital protection, and HR value 

creation potentials (e.g., Low, 2000). Especially in economics crises, strategic flexibility and 

agility for companies are crucial. On the other hand, companies have to think about the costs 

related to the human resources, which usually leads in an economic downturn to layoffs, with 

the objective to reduce costs.  

The objective of our paper is to show, which Dynamic Human Capital Strategy (DHCS) 

companies currently use. In doing so, we will compare human capital, the personnel costs of 

human capital (input) and the corporate performance (output). However, this kind of 

comparison in some cases lacks theoretical understanding and practical implications. Filling 

these gaps, the logic of Dynamic Capabilities as suggested by Teece, Pisano and Shuen 

(1997) will be used. This extension of Human Capital Management (HCM) will allow us, to 

understand more in depth, between others, why an earlier version of the data set presented 

here, was able to predict the collapse of the Hypo Real Estate Holding in Germany more than 

one year before the crises unfolded. 

THEORETICAL BACKGROUND 

With regard to the research question it is necessary to start with the theoretical 

background, which consists in this case of (1) the concept of dynamic capabilities (why?), (2) 

the intangible asset human capital (what?), and (3) the strategy process (how?).  

Dynamic Capability Research 

The dynamic capabilities approach (Teece, Pisano and Shuen, 1997; Eisenhardt and 

Martin, 2000) seeks to explain why some organizations are more successful than others in 

building competitive advantage within dynamic environments. As an extension of a static 

resource-based view of the firm, which does not specifically address how future valuable 

resources could be created or how the current stock of simultaneously valuable, rare, 
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imperfectly imitable, and imperfectly substitutable resources can be refreshed in changing 

environments, the dynamic capability perspective was created (Ambrosini and Bowman, 

2009). 

Dynamic capabilities play multiple roles in organizations, such as changing resource 

allocations, knowledge development and transfer, or decision making (Easterby-Smith, Lyles 

and Peteraf, 2009). Teece (2007) suggested three types of capabilities: the capacity (1) to 

sense and shape opportunities and threats, (2) to seize opportunities, and (3) to maintain 

competitiveness through enhancing, combining, protecting, and when necessary, 

reconfiguring the business enterprise’s intangible and tangible assets. According to Teece, 

Pisano and Shuen (1997) fixed assets that can be purchased off-the-shelf by all industry 

participants cannot be a source of competitive advantage. Assets that matter for competitive 

advantage are rarely reflected in the balance sheet.  

However, one problem of the dynamic capability concept is that dynamic capabilities are 

difficult to measure empirically as the underlying operational processes as well as the 

relationship between dynamic capabilities and firm performance (Easterby-Smith, Lyles and 

Peteraf, 2009). Another deficiency is the fact, that human resources – even though they 

definitely qualify as “dynamic capabilities” – are usually not covered, at least not in an 

explicit way. Thus, our paper tries to demonstrate a way to measure empirically the dynamical 

asset human capital longitudinal. 

Human Capital Management Research 

“People are the most important asset.” This sentence can be read and heard from CEOs 

and recruitment officers. In this context HCM is currently one of the most controversially 

discussed topics in Human Resource research and practice. Schultz (1962) used the construct 

of human capital as a way of explaining the advantages of investing in education on a national 
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scale, with the goal to improve agricultural output. Following that academics started to talk 

about Intellectual Capital, Social Capital, Relational Capital, and Human Capital (e.g., 

Becker, 1964; Flamholtz, 1974; Mincer, 1974). It resulted in an enormously increasing 

awareness for the firm’s intellectual capital and its intangible assets (e.g., Edvinsson and 

Malone, 1997; Stewart, 1997; Sveiby, 1998; Lev, 2001). Focusing on the employee’s 

intellectual ability being of core relevance for 21st century value creation, the human resource 

indeed started to be perceived as an intangible company asset. So the human resource then 

being for the explanation of sustainable competitive advantages and the valuation of human 

capital is crucial to be credibility of this resource’s prominent status (Bechtel 2007). The 

measurement of this intangible asset is solved in the meantime and there exists a wide range 

of suitable approaches.  

However, not each of these approaches is able to analyze the human capital in a dynamic 

capability point of view. In particular, it is only to a limited degree possible, to construe what 

the value means or which interrelations exist between human capital value and performance 

or competitive advantages. 

Strategic Human Resource Management Research 

Strategic Human Resource Management (SHRM) research has increasingly relied on the 

resource-based view of the firm to explain the role of human resource practices in firm 

performance (Scholz, 1982; Schuler and Jackson 1999; Collins and Clark, 2003; Martín-

Alcázar, Romero-Fernández and Sánchez-Gardey, 2005). SHRM should identify resources 

that are critical for advantage in a given competitive context and employees with their 

knowledge, skills and abilities are one part of the SHRM (Snell and Dean, 1992; Snell, 

Youndt and Wright, 1996). HR researchers also deal with the connection between SHRM and 

dynamic capabilities (Scholz and Rumpf, 1979; Bhattacharya and Wright, 2005; Evans and 
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Davis, 2005). Bhattacharya and Gibson (2005) argue that flexibility of employee skills, 

employee behaviors, and HR practices represent critical sub dimensions of HR flexibility and 

are related to superior firm performance. Bhattacharya and Wright (2005) use a real options 

approach, arguing that HR practices generate capabilities or options for managing 

uncertainties, thereby creating value for the firm. Thus, Bhattacharya and Wright (2005) 

suggest that this flexibility can be seen as a human capital capability. 

However, although SHRM researchers consider the importance of SHRM for the 

constitution and maintenance of dynamic capabilities, the explanation of the linkage between 

dynamic capabilities and SHRM is still underdeveloped (Wright and Snell, 2009). Taking this 

into account the aim of our paper is to show how it is possible to analyze the strategy of 

human capital as part of SHRM in a dynamic way. 

RESEARCH FRAMEWORK 

According to the three theoretical sections it is the next step to create a research 

framework that includes the following aspects: (1) What kind of human capital valuation 

system (paradigms) support the dynamical capability character? (2) Which elements are parts 

of this human capital valuation system? (3) Which interconnections exist between human 

capital value and human capital strategy? 

Selection of Paradigm 

Whether a human capital measurement system is useful and effective depends on its 

general underlying set of assumptions, which are subsumed into specific paradigms. As to 

HCM, there are three paradigms:  

The Cost accounting paradigm. Here the logic behind human capital measurement is 

accounting. Starting with the Human Resource Accounting (e.g., Flamholtz, 1973), human 

capital is primarily assessed according to the input costs. The human capital rises if a 
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monetary investment into the workforce increases. Personnel costs then are distributed to cost 

units. The significance of the results for HCM is basically given if HCM is seen as a reduction 

of personnel costs.  

The Surplus distribution paradigm. This logic calls for distribution of surplus or profits. 

The human capital value arises as a result of the remaining parts of the cash flow that have not 

yet been distributed to non-personnel performance drivers like e.g. the financial capital. The 

value of employees is then measured by the output they generate. In this paradigma, the effect 

of occasional sales variations, immediately changes the human capital: Therefore a change in 

customer preferences could lower the human capital value just because the revenues are 

declining (and vice versa), even if the employees have not changed at all.  

The Performance potential paradigm. According to the performance potential paradigm, 

human capital has to reflect the performance potential, which could theoretically be caused by 

the existing skill and capability pool represented by the whole staff. As a standardized value, 

the human capital value then represents the minimum value creation, which such a workforce 

is supposed to create. It can only be measured through core HRM activities with a clear 

performance relationship independent from the present entrepreneurial success on the sales 

market.  

Leaving these three paradigms for a moment aside, it is worth to go back to four 

paradigms introduced by Teece, Pisano and Shuen (1997: 527), namely (1) the attenuating 

competitive forces, (2) the strategic conflict, (3) the resource-based perspectives, and (4) the 

dynamic capabilities perspectives. 

The combination of the three paradigms of human capital with the four paradigms of 

strategy is shown in table 1: We see the (cost) accounting paradigm being based on the 

competitive forces, because of the activity of measuring and influencing the costs of gaining 
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and retaining a workforce as well as the costs of further investments which are relevant for 

human. The (surplus) distribution paradigm is based on the strategic conflict paradigm, 

because of the focusing on profits, which be generated by using human capital. The 

(performance) potential paradigm follows both the resource-based as dynamic capabilities 

perspective. Human capital is seen as simultaneously valuable, rare, imperfectly imitable, and 

imperfectly substitutable resource. HCM in this paradigm is also able to integrate, build, and 

reconfigure internal and external competencies. Moreover, the performance potential 

paradigm does not ignore the income situation of the company, but it also does not attempt to 

conclude automatically from personnel costs or market sales to the human capital value of the 

staff. However, accepting that the (performance) potential paradigm explicitly calls for a 

longitudinal perspective, the dynamic capability view of human capital strategy must be based 

on the performance potential logic. Therefore only this paradigm considers the capacity to 

maintain competitiveness through enhancing, combining, protecting, and reconfiguring this 

intangible asset. 

Table 1: Connection between paradigms of strategy and paradigms of human capital 

Paradigms of human capital management 
Paradigms of strategy The (cost) accounting 

paradigm 
The (surplus) 

distribution paradigm 
The (performance) 
potential paradigm 

Competitive Forces yes   
Strategic Conflict  yes  
Resource-based perspectives   partially 
Dynamic capabilities 
perspective 

  yes 

 

Selection of Elements 

Reflecting the advantages and disadvantages of the existing HCM systems from the 

literature on one hand (e.g., Mayo, 2001; Sveiby, 2002; Scholz, Stein and Bechtel, 2004) and 
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the requirements of the dynamic capability construct on the other hand, the following four 

components seem to be absolutely essential to be considered for valuating human capital: (1) 

The value base consists of the number of employees priced with salaries. (2) The value 

depreciation indicates the losses of human capital investments by eroding knowledge over 

time. (3) The value compensation reflects training and development. (4) The value adjustment 

covers the motivational situation of the employees.  

All these four groups of elements together are considered to constitute the Human Capital 

and must be expressed in monetary terms.  

Selection of perspectives 

SHRM focused on demonstrating that employees have a crucial value for organizational 

strategies, and that certain activities can foster and develop this value leading to performance. 

The elements of human capital valuation as described include such activities and show in 

addition the monetary impact of these activities of the human capital value. Furthermore it is 

necessary to link this human capital value with the corporate performance. SHRM have to 

take into account which output is generated with the present human capital. Dynamic 

capability research also deduces that different outcomes may result from the development of 

dynamic capabilities (Ambrosini and Bowman, 2009), such as human capital. Finally there 

are also the personnel costs as an input factor to consider. Dynamic capabilities as human 

capital are expensive and typically involve long-term commitments to specialized resources 

(Winter, 2003).  

For strategic process and practice allows this interconnection the following opportunities: 

(1) Companies could realize which Human Capital Strategy they pursue. (2) Companies could 

verify if the Human Capital Strategy that they pursue is harmonious with the internal and 

external environment of the firm. (3) Companies could identifying critical aspects of human 
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capital and educe essential measures. The optimization activities in respect to the human 

capital as a competency can be changed if regarded, as strategically necessary but do not have 

to be changed. The decision is be due to the reflection by the Human Resource function. Of 

more strategic interest will be the differentiated assessment of which HRM quality is better in 

which strategic context. 

EMPIRICAL EVIDENCES 

Methods of measure 

In a first step, our research is based on the collection of secondary data and on the 

summary of published measures of the German DAX 30 companies for the years 2005 and 

2006.1 The DAX 30 is the Blue Chip stock market index consisting of the 30 major German 

companies trading on the Stock Exchange. Because of their far-reaching publication 

obligations, it was possible to receive and re-calculate most of the required measures from 

publicly available data in business and sustainability reports. Based on our research 

framework, we measure the elements of human capital as follows:2 

Personnel Costs. The personnel costs consist of the salaries and social insurance 

contributions derived from the corporate income statement. 

Full-time equivalent. In our study, for companies that do not publish full-time 

equivalents, the FTE number will be calculated on the base of absolute headcounts by taking 

into account the average share of German part-time employees. 
                                                 

1 Our proposal is based on a two-year-comparison of the human capital strategies of the German DAX 30 companies. 
Currently the research team is collecting and analyzing the data for the years 2007 and 2008. If the paper is accepted, we 
would be happy to present data and conclusions for the four-year-comparison. 
2 As described in Scholz, Stein and Bechtel (2004), we use the following formula 

( )( )( )[ ] ( )∑
=

+•+−••=
g

i
iiiiii MAPDtkfwFTEHC

1
1;1

,  

with g = groups of employees; FTE = Full-Time-Equivalents; w = market salaries; f (k, t) = relation between the job-specific 
duration of knowledge relevance and the length of employment; PD = Personnel development; MA = motivational value 
adjustment.  
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Market salary. Data of the German Federal Statistic Office, which collects the gross 

annual salary of each profession, are used for our analysis of German DAX 30 companies.  

Knowledge Management. For our study, the duration of knowledge relevance has been 

determined for more than 800 specific jobs on the basis of theoretical literature, expert 

interviews with researchers, and a standardized survey among professional associations.  

Firm tenure. Some of the companies have published the average firm tenure. Other 

companies, which did not publish firm tenure, have been calculated with an average value of 

firm tenures in their respective industries.  

Training and Management development. These costs are for example costs for external 

seminars or for on-the-job-trainings, expressed in training days and valued with overall 

charges for training days. Our study uses different methods to determine the personnel 

development costs depending on the availability of data.  

Motivation. (i) Indicators for the employees’ commitment (“willingness”) to contribute to 

the firm’s strategic objectives can be found in corporate information like the business report 

or the social report. (ii) Indicators for the employees’ ability to be productive in their context 

(“opportunity”) can be found in rankings like “the best employer to work for”. (iii) The 

retention scale referring to the probability that the employees are available for the company in 

the long run (“availability”) may use fluctuation rates as a proxy. 

Corporate Performance. The corporate performance is in our study measured by the 

EBIT as the Earnings before Interest, and Taxes. It is one measure of the operating cash flow. 

The data can be derived from company publications. 

Implicit Human Capital Strategies of the German DAX 30 companies 

The three groups of elements provide a large amount of information and various types of 

patterns of capabilities. In our paper we will restrict ourselves to combinations of (1) 
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personnel costs as input, (2) human capital as capability, and (3) corporate performance as 

output. Also we will look only at the values per employee, leaving the absolute values totally 

aside and as a topic for discussions. All this leads us to four different combinations, which 

German DAX 30 companies follow at least as an emergent, implicit strategy (table 2).  

Type A (“creating high EBIT, but no high HC”). These companies create a high EBIT per 

employee which is above the personnel costs. The human capital per employee is lower than 

the EBIT and the personnel costs. In this context companies use the employees for optimizing 

outcome. Looking at cases of extremely low human capital values there is a huge risk in this 

constellation. This predictive power of “non-existing-capabilities” can be seen from the data 

of the Hypo Real Estate Holding (HREH) – which eventually the government of Germany had 

to take over in order to rescue it. However, companies such as BASF and Adidas, which also 

follow type A, do invest in human capital, but in relative terms on a low level. Here the 

question arises, why high input values (68.862€ for BASF) create only a rather low human 

capital (26.045€). 

Type B (creating not-used capital). These companies have personnel costs, which are 

below the human capital value. Here investments in employees (e.g., 42.899€ for 

Volkswagen) are transformed well in human capital (47.867€).  However, these investments 

don’t result in the adequate returns as yet (7.359€). The recommendation for the companies of 

this pattern is to capitalize more on the high potential of human capital and to transform this 

even more in outcome.  

Type C (over-using capital). Companies, which follow this pattern, are characterized by a 

human capital value, which is the lowest of all three values. This means, that even high 

personnel costs per employee (e.g., 64.383€ for Bayer), these companies have neither been 

able to build up human capital (18.466€), nor did they create sufficient returns in the sense of 
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a proportional EBIT per employee (30.436€). In any case, it is essential for these companies 

to find sustainable human capital value creation activities, which affect retention, motivation 

or knowledge. These activities must be mirrored in the human capital value and the 

performance.  

Type D (possessing no-used capital). Companies of this type have low returns, which are 

lower than the personnel costs and the human capital value. Following the configurational 

approach, we strictly look at proportions, but not at the absolute value per employee. 

Therefore SAP falls into this type, even though it has the highest human capital per employee 

(86.112€). However, this value is below the input (106.849€) and does not translate into an 

appropriate output (64.971€). Companies of this type must (a) be more specific with their 

investment in human capital and (b) utilize more on their human capital.  
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Table 2: Human Capital Strategies of German DAX 30 companies for the years 2005 and 2006; 
with Type A = creating high EBIT, but no high HC; type B = creating not-used human capital; 
type C = over-using human capital; type D = possessing non-used human capital3 

  1 2 3 4 5 6 7 8 9 10 11 12 13 14 15

  

Costs per 
employee 

2005 

HC per 
employee 

2005 

EBIT per 
employee 

2005 2/1 3/2 3/1

DHCS 
2005
type 

Costs per 
employee 

2006

HC per 
employee 

2006

EBIT per 
employee 

2006 10/9 11/10 11/9

DHCS 
2006
 type 

Change
HC 

05 to 06
HREH 152.474 5.359 387.672 0,0 72,3 2,5 A 161.920 6.317 478.438 0,0 75,7 3,0 A 18%
DtBörse 136.287 29.775 236.657 0,2 7,9 1,7 A 151.515 30.478 375.137 0,2 12,3 2,5 A 2%
E.ON 54.579 28.673 92.237 0,5 3,2 1,7 A 58.297 28.474 70.868 0,5 2,5 1,2 A -1%
MünchenerRück 70.456 15.189 109.161 0,2 7,2 1,5 A 67.079 30.337 103.897 0,5 3,4 1,5 A 100%
DtPostbank 71.792 6.563 77.856 0,1 11,9 1,1 A 63.652 9.508 43.372 0,1 4,6 0,7 C 45%
RWE 57.827 12.035 62.506 0,2 5,2 1,1 A 71.497 11.265 147.648 0,2 13,1 2,1 A -6%
BASF 68.862 26.045 72.024 0,4 2,8 1,0 A 65.199 15.494 89.094 0,2 5,8 1,4 A -41%
Adidas 44.305 43.843 44.399 1,0 1,0 1,0 A 41.212 45.919 33.402 1,1 0,7 0,8 B 5%
Metro 29.124 35.941 8.470 1,2 0,2 0,3 B 29.079 30.722 8.935 1,1 0,3 0,3 B -15%
DtLufthansa 53.441 60.191 11.772 1,1 0,2 0,2 B 53.763 66.212 13.887 1,2 0,2 0,3 B 10%
Volkswagen 42.899 47.867 7.359 1,1 0,2 0,2 B 53.745 34.545 6.205 0,6 0,2 0,1 D -28%
DtBank 173.317 20.697 96.363 0,1 4,7 0,6 C 183.721 19.317 118.012 0,1 6,1 0,6 C -7%
Commerzbank 80.681 15.555 53.152 0,2 3,4 0,7 C 86.949 14.601 73.051 0,2 5,0 0,8 C -6%
Bayer 64.383 18.466 30.436 0,3 1,6 0,5 C 62.547 15.649 26.057 0,3 1,7 0,4 C -15%
DtTelekom 58.418 24.104 31.238 0,4 1,3 0,5 C 66.702 19.975 21.319 0,3 1,1 0,3 C -17%
Linde 51.270 20.913 22.853 0,4 1,1 0,4 C 51.211 24.706 24.995 0,5 1,0 0,5 C 18%
Allianz 67.924 41.385 45.056 0,6 1,1 0,7 C 77.872 33.198 62.377 0,4 1,9 0,8 C -20%
Fresenius 26.987 10.941 10.536 0,4 1,0 0,4 D 37.703 11.588 13.769 0,3 1,2 0,4 D 6%
SAP 106.849 86.112 64.971 0,8 0,8 0,6 D 85.682 101.410 65.186 1,2 0,6 0,8 B 18%
Continental 38.591 25.597 19.044 0,7 0,7 0,5 D 37.590 21.959 18.965 0,6 0,9 0,5 D -14%
Henkel 43.242 35.011 22.106 0,8 0,6 0,5 D 44.959 40.285 24.822 0,9 0,6 0,6 D 15%
ThyssenKrupp 48.270 19.471 12.101 0,4 0,6 0,3 D 49.604 21.886 16.227 0,4 0,7 0,3 D 12%
BMW 69.056 59.888 35.851 0,9 0,6 0,5 D 69.885 55.618 38.001 0,8 0,7 0,5 D -7%
Altana 38.929 28.095 16.202 0,7 0,6 0,4 D 57.761 21.574 22.079 0,4 1,0 0,4 C -23%
MAN 55.166 29.611 12.957 0,5 0,4 0,2 D 55.240 32.670 21.973 0,6 0,7 0,4 D 10%
DtPost 31.502 25.568 8.270 0,8 0,3 0,3 D 40.177 28.576 8.357 0,7 0,3 0,2 D 12%
Siemens 60.642 49.534 9.524 0,8 0,2 0,2 D 62.214 44.749 9.251 0,7 0,2 0,1 D -10%
DaimlerChrysler 66.580 47.212 8.335 0,7 0,2 0,1 D 67.805 35.622 9.233 0,5 0,3 0,1 D -25%
TUI 39.251 36.148 6.237 0,9 0,2 0,2 D 41.352 33.324 -13.696 0,8 -0,4 -0,3 D -8%
Infineon 54.254 19.439 -5.022 0,4 -0,3 -0,1 D 52.412 19.996 -360 0,4 0,0 0,0 D 3%

Table 2 also shows which companies have changed their human capital strategy in 

comparison with the year 2005 and 2006. Deutsche Postbank changed from type A to type C 

and is now utilizing on their human capital. Volkswagen switched from type B to type D: 

With more investment in people they produced less human capital. SAP did it the other way 

around. DaimlerChrysler increased the investment in people, however due to specific 

elements in their HR-Strategy, they reduced their human capital per employee.4  

                                                 

3 This table shows the costs per employee [column (1) and (8)], the human capital per employee [column (2) and (9)], the 
EBITA per FTE [column (3) and (10)], measurements of patterns [column (4), (5), (6), (11), (12), and (13)], the HCS 
[column (7) and (14)], the percentage change of HC value [column (15)], and the DHCS between 2005 and 2006 [column 
(16)] 6 [column (15)]. 
4 In absolute terms, DaimlerChrysler destroyed between 2005 and 2006 a total of 5.216.700.367€ of human capital. 
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CONCLUSION AND DISCUSSION 

In this paper we presented a framework, which draws upon the strengths of the logic (or 

theory) of HCM as well as upon the logic (or theory) of the dynamic capabilities. Regardless 

of any discussion of the empirical data presented here, this combination appears to be very 

beneficial to both bodies of knowledge:  

Addressing the field of dynamic capabilities, the focus in HR in its manifestation as 

human capital opens the field to a very important and yet mostly neglected area of 

application. This means, we are getting close to eliminate another white spot on the map of 

(dynamic) capabilities a company can and probably must have to deal with. However, more 

research is necessary especially in the sense of determining the specific nature of these 

(“human”) capabilities in contrast to other capabilities. Such a comparative analysis could 

shed light in the relations between human assets and other assets, as market or structural 

assets. As to that aspect, some kind of interdisciplinary research for instance between SHRM 

and innovation or technological research is needed. 

Addressing the field of human capital management, the influence from the logic of 

dynamic capabilities is even larger. First of all, it helps to highlight the nature of human 

capital as a “valuable resource in time” as opposed to a “fatal cost structure”. Looking at 

human resources as dynamic capabilities, we then learn to understand human capital as 

crucial competitive advantage. This is of extreme importance to the process of strategy 

formulation and practice. However, many questions remain unanswered. In the context of a 

firm's HR architecture, researchers need to focus on how firms simultaneously develop and 

utilize both current as well as future forms of human capital for competitive advantage 

(Lepak and Snell, 1999: 45). As to that aspect, HRM research and practice needs to think over 
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some of their basic assumptions, resulting in path dependencies for instance. At the next step, 

all this could lead to a theory of Human Capability Management. 

The next level of discussion deals with the empirical analyses. Here the data help us to 

understand the strategic moves and processes of German DAX 30-companies.  

Addressing the descriptive findings, it is a new way to analyze dynamic human capital 

strategies, which show where are opportunities and where are risks. Even more: Some results 

from this research even found their way into politics and originated a move towards a 

mandatory integration of human capital measurements as part of the credit rating of 

companies. Even more important: The results of this research show how companies switch 

their human capital strategy only in one year. If this strategy is in fit with the business strategy 

and the external environment is to prove by the firms. However, there are some limitations, 

which must be overcome by future research. One limitation is the scope of analysis: Here we 

currently look only into input, potential, and output. As to that aspect, we have to look more 

into configuration, contexts, and paths between patterns.  

Addressing the predictive validity, the case of the HREH and other companies did show 

that there is a real forecasting opportunity. This data also support the move towards a deeper 

understanding of HR-Strategy as well as of the process of changing it. However, limitations 

exist and relate to the number of companies, the focus on large companies, the measurement 

model, and the not-too-many years under analysis, and the restriction to German companies. 

As to that aspect, international empirical research is needed and should compare the data 

presented here from German with other data.  
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