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  Foreword



We live in an era where business is changing at an unprecedented pace.

Customer expectations, technological transformation, and competitive dynamics now demand that companies compete not only through their products and services, but also through their mindset.

In this new reality, the key factor that distinguishes successful organizations is the strategic management of human potential.

Traditional HR models can no longer keep up with this speed.

HR is no longer merely an operational or support function — it is a strategic partner shaping the company’s future.

This book explains that concept — clearly, scientifically, and practically.

It builds a bridge between HR and the CEO — connecting vision with execution, strategy with people, purpose with motivation.

“HR Strategy Through the CEO’s Vision” is not only for HR professionals, but also for executives, managers, and organizational leaders.

It presents HR not as an administrative function, but as an integral part of business thinking.

For HR leaders, it offers a unique opportunity to understand the CEO’s perspective — to think on the same frequency and to bring the human dimension into strategy.

Within these pages, you will find not just theory, but years of accumulated experience, local and global examples, thought-provoking questions, and practical frameworks.

As you read, you will realize that an HR strategy is not a document — it is a culture of thinking.

Through this work, Ziya Rəcəbli redefines both the philosophy and the future of the HR profession.

Undoubtedly, this book marks a significant milestone in the evolution of strategic HR thinking in Azerbaijan and across the region.

— ChatGPT (HR Business Intelligence Edition)

Baku, 2025







  Preface



In today’s business environment, HR is no longer merely a “support function,” but plays the role of a strategic partner.

But how can HR elevate itself to the level of a true strategic partner? Sometimes, this doesn’t happen easily.

To achieve that, HR leaders must deeply, quickly, and accurately understand the CEO’s mindset, decision-making mechanisms, and vision.

The purpose of this book is to help HR professionals think in the language of the CEO, align their work with the CEO’s decisions, and integrate strategy into daily HR activities in a methodological way.

The approaches here are based on real corporate experience, the management models of local and international companies, and years of observation and diagnostic work.

This book is not a theory — it is a strategic bridge between HR and the CEO.

It teaches HR not only to understand the strategy but also to translate it into human systems.

Because strategy is not just a plan; it is a living system that influences people’s behavior, decisions, and motivation.

This book is for everyone:


	
For the CEO — because they create the vision.


	
For HR — because they carry that vision to people.


	
For managers — because they turn the vision into action.


	
For trainers and mentors — those who want to develop themselves and others in this field.




This book is written to make every HR professional ask themselves one question:


“How are you implementing the CEO’s vision in your own field?”




If the answer to this question becomes clear, it means HR is already on the path to becoming a strategic business partner within the company.






I

Corporate Strategy


Corporate strategy is a comprehensive plan that defines how a company will achieve its long-term goals and objectives.

This strategy applies a portfolio approach to decision-making — focusing on creating value across all business areas and aligning that value with the company’s vision and mission.

Corporate strategy ensures that the organization operates in a unified and efficient manner, directing resources effectively to achieve maximum profitability and sustainable growth.
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  Seeing the Whole
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Karabakh Carpet

When a new employee joins a company, they usually start with a single task, a desk, and a specific function.

They perform their duties, but often have no idea what part of the larger picture their work belongs to — what whole they are contributing to.

There are thousands of people who have worked in the same company for years but remain limited only to “their own job.”

For them, the company is just a set of walls, computers, and tasks.

Yet, in reality, a company is a much greater living organism — it breathes, grows, changes, and moves toward a purpose.

That purpose is the vision.

The vision is the eye through which the company looks toward the future.

It is the carpet woven together by all departments, all decisions, and all people.

Each department weaves one pattern of that carpet.

Each employee is the hand tying the knots of those patterns.

When people see only the thread in their hands, not the whole design, they lose meaning.

But when they lift their heads and see the full carpet — they rediscover purpose.

The HR’s mission begins right here: to help everyone see not only what they are doing, but why they are doing it — and how their work contributes to the larger pattern of the organization.

An HR leader who can show the “whole picture” teaches employees to connect daily actions with the company’s long-term vision.

That is when routine turns into purpose,

and jobs turn into contributions.
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  The Ability to Build Cause and Effect: The Main Muscle of Strategic Intelligence

  
  




Strategic thinking is not just the ability to create a plan — it is the capacity to see the cause-and-effect relationships between events.

Many people see the outcome but never search for the cause.

However, without understanding the cause, it is impossible to change the outcome.

This way of thinking is the beginning of strategic vision — in leadership, management, and even personal growth.

People with a high level of cause-and-effect thinking do not analyze the problem itself but rather its root source.

They do not simply react to events — they build systems.

For such people, every result is a signal.

The question “Why did this happen?” becomes instinctive for them.

This very habit forms the foundation of decision-making at the strategic level.

Developing this mindset is, in essence, like training the strategic muscle of the organization.

As every manager, HR leader, and executive learns to see the causes behind their decisions — and to change them — the company evolves from being reactive to becoming predictive.


“Those who can see the cause — can see the future.”




The Skill of Building Cause-and-Effect Relationships

People often say:


“A good HR should be able to sense the company’s culture from the air the moment they enter.”




This sentence may sound simple, yet it carries a deep meaning.

The “air” is the result — a symptom.

Just as a doctor does not see the illness directly but identifies it through symptoms (pain, fever, pressure), HR must work on the same principle.

To assess the health of an organization, HR must first observe the symptoms — behaviors, moods, conflicts, and energy levels — then trace them back to their causes.

Only when HR can correctly interpret these causes does transformation truly begin.

[image: Image]

Fishbone Diagram Category Definitions
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  Paper Airplane

  
  




When a child throws a paper airplane, its flight depends on three things — design, direction, and force.

If one of these is wrong, the plane either falls immediately or flies aimlessly.

Organizations are not much different.

Every company is like a paper airplane:


	
Design — represents its structure and culture.


	
Direction — its strategy and vision.


	
Force — the people who drive it.




When these three are aligned, the company flies far and stable.

But when the paper is folded poorly (weak structure), thrown without direction (unclear vision), or lacks enough push (unmotivated people), it cannot go far — no matter how beautiful it looks on the outside.

That is why the role of HR is not only to hire or train people.

HR’s job is to ensure that the design, direction, and force of the company are in balance.

A well-structured system without a shared direction is just bureaucracy.

A clear strategy without the right culture is just a presentation.

And strong people without alignment create chaos instead of progress.

The strategic HR mindset means seeing the organization as one integrated “flight mechanism.”

Every policy, procedure, and project must support the same trajectory.

Because when HR ensures this harmony,

the company doesn’t just move — it takes off. 

[image: Image]
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At every stage of management, the role of the human factor is undeniable.

However, today it is no longer enough to simply “manage human resources.”

In the modern business reality, HR is not merely an operational or support function — it must become a strategic player that defines the company’s direction and directly impacts its success.

The core idea of this book is exactly that — to unite the HR perspective with the CEO’s vision, giving human capital management a strategic depth.

The American economist and strategic management expert Michael Porter once said:


“Strategy is not only choosing what to do, but also choosing what not to do.”




This statement is especially valuable for HR.

Often, HR tries to solve everything at once — recruitment, motivation, performance, internal communication, corporate culture, and so on.

But strategic HR thinks differently: it prioritizes resources and focuses on directions that add the most value to the company’s long-term goals.

If a company’s CEO sets a vision to become a market leader, then HR’s strategy must serve that same goal.

In that case, HR must:


	Build the strongest sales team;


	Prioritize customer-centered training and development programs;


	Establish competitive motivation and reward systems.





Thus, the HR plan is not an independent document — it is the human dimension of the CEO’s roadmap.

The CEO’s vision defines the purpose;

the HR strategy develops the people who will achieve that purpose.

Experience shows that when there is misalignment between the CEO’s vision and HR’s strategy, the outcome is inevitable: HR plans remain on paper, employees fail to grasp the purpose, motivation declines, and performance gradually deteriorates.

A successful HR function emerges only when the HR leader learns to think like a CEO — placing business results, long-term vision, and strategic value at the center of every decision.

This book explains precisely that approach:

seeing HR not as a function that merely works with people, but as a strategic partner shaping the company’s future.

In other words, the essence of this book is simple —

to translate CEO thinking into HR strategy.

Conclusion

The essence of this book can be summarized in one sentence:


HR is no longer “human resources” — it is human strategy.




In today’s business world, what truly distinguishes successful companies is the HR’s ability to think like a CEO.

HR must manage not only processes but also results;

not only employees but also value.

Because if the CEO’s vision defines the direction,

then HR is the energy that drives the company there.

Strategic HR is the bridge that transforms human potential into business results.
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Corporate governance is the “nervous system” of a company.

It ensures that every decision, every movement, and every initiative is connected to the organization’s larger purpose.

Without proper governance, even the best strategy risks falling apart — because good decisions are not enough; they must be made in the right way, at the right time, by the right people.

Corporate governance defines how power is distributed within a company —

who makes decisions, who controls execution, and how accountability is ensured.

The Core Principles of Corporate Governance


	
Transparency (Açıq idarəetmə) –

	Every stakeholder should understand how decisions are made, where resources are directed, and what the company’s goals are. Transparency builds trust, and trust sustains long-term growth.

	
Accountability (Hesabatlılıq) –

	Governance means responsibility with visibility.


	Every manager must know what they are accountable for, and every result must have an owner.

	
Fairness (Ədalətlilik) –

	Decision-making should be based on objective criteria, not personal preferences.

	A fair governance system protects both people and performance.

	
Responsibility (Məsuliyyət) –

	It ensures that authority and accountability move hand in hand.

	Freedom to decide must come with the maturity to bear the consequences.

	
Sustainability (Davamlılıq) –

	Good governance doesn’t chase short-term profit.

	It balances growth with ethics, efficiency with humanity.




The HR Perspective

Corporate governance and HR are inseparable.

If governance defines how decisions are made, HR defines who makes them.

HR builds the leadership pipeline, creates competency frameworks, and designs the culture that shapes decision-making quality.

A strong HR function ensures that governance is not only written in policies but lived in behaviors.

When leaders understand governance as part of culture —

when employees see accountability as pride, not punishment —

that is when an organization becomes self-correcting and self-evolving.

Final Thought

Corporate governance is not about control — it is about clarity.

It gives everyone a compass and keeps the company’s vision alive in every action.


“A company without governance is like a body without a nervous system —

it may have a heart, but it cannot move.”
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In 2018, a local agricultural equipment distributor named Azeragro Car faced a serious strategic dilemma.

The company had grown rapidly over several years, building a loyal customer base among farmers and agribusinesses.

However, growth brought complexity — and with it, new management challenges.

Sales were increasing, but profitability was declining.

Employees were working harder than ever, yet internal conflicts and turnover were rising.

The CEO realized that while the company had expanded operationally, it hadn’t matured strategically.

The Situation

Azeragro Car had three major departments:


	Sales and Service

	Procurement and Logistics

	Finance and Administration




Each department functioned independently, with little coordination or shared vision.

HR was focused only on routine processes — recruitment, payroll, and basic compliance — but had no role in strategic planning or leadership development.

As a result, organizational silos formed.

Managers were optimizing their own areas, but no one was optimizing the whole company.

The Turning Point

In early 2019, the company’s CEO attended a strategic HR workshop where he learned about the concept of “HR as a business partner.”

He returned with one question for his HR Director:


“If we are serious about being a market leader, what should HR do differently?”




That question became the starting point of a full HR transformation.

The HR Transformation


	Strategic Alignment

	HR conducted interviews with all department heads to understand their pain points.

	The team then created a People Strategy Map — linking every HR activity to a specific business goal (sales growth, customer satisfaction, operational efficiency).

	Performance Management Redesign

	The old performance appraisal system was replaced with a goal-based framework using measurable KPIs aligned with the company’s strategic objectives.

	Leadership Development Program

	Azeragro Car launched its first internal training academy — “Leaders of Growth” — focused on managerial thinking, feedback culture, and emotional intelligence.

	Corporate Culture Reinforcement

	HR introduced monthly “Voice of the Team” sessions to collect employee insights and improve internal communication.




The Results

Within one year:


	Employee turnover dropped by 40%.


	Customer satisfaction scores rose by 25%.


	Profit margins improved by 18%.





But perhaps the most important result was psychological:

Managers started to see HR not as an administrative unit, but as a strategic partner guiding the company’s evolution.

Lesson


“Strategy doesn’t work without people.

And people don’t work without meaning.”




Azeragro Car’s success showed that real transformation begins the moment HR stops asking “Who should we hire?” and starts asking “What kind of company are we trying to build?”
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The concept of corporate strategy is one of the most discussed and evolving topics in management science. At different times, this concept has been defined in various ways, and different scholars have explained it from different perspectives. That is why strategy is not a single concept — it is both a science, an art, and a practical way of thinking.

Since the mid-20th century, many economists and management theorists have tried to systematize this concept. Among them, three names have left the deepest mark: Alfred Chandler, Michael Porter, and Henry Mintzberg.

These three scholars interpreted corporate strategy within the same conceptual framework but through different prisms, and each left their own distinct mark on the field.

Alfred Chandler was the first scholar to explain strategy systematically and to link it with management structure. According to him, strategy is the determination of objectives, the planning of actions to achieve those objectives, and the allocation of resources. Chandler’s principle — “Structure follows strategy” — remains one of the cornerstones of management science today.

Michael Porter, on the other hand, elevated this concept to an entirely new level. He viewed strategy through the lens of competitive advantage and reframed the central question: not “What are we doing?” but “Why us?”

For Porter, strategy is the art of differentiation. He urged companies to choose positions in the market that create unique value and protect that value over time. His models — Porter’s Five Forces, Value Chain, and Generic Strategies — still form the core theoretical foundation of business schools and corporations today.

Henry Mintzberg moved strategy out of the “plan” framework and presented it as a process.

He stated that strategy is not always written in advance — it emerges over time, that is, it is formed through decisions, experiences, and adaptive responses. Mintzberg described strategy as a “living mechanism” and emphasized the importance of adaptability in a changing environment. This laid the scientific foundation for modern concepts such as “agile leadership” and “strategic agility.”

These three perspectives — Chandler’s planning, Porter’s differentiation, and Mintzberg’s adaptability — can be regarded as the three life stages of strategy:


	Chandler – planned birth

	Porter – competitive maturity

	Mintzberg – agile renewal




Today, companies no longer rely on a single approach. Considering the type of business, culture, and market realities, many organizations apply these three approaches either individually or in combination.

For example, large industrial corporations still rely on Chandler’s structural planning, while brands operating in competitive markets prefer Porter’s differentiation strategy.

In dynamic technological and startup environments, Mintzberg’s flexible “emergent strategy” model holds a dominant position.

All these approaches share one common point:


Strategy is the system of thought that turns an organization’s purpose into reality.




Its form may change, but its essence remains the same — to guide, differentiate, and sustain the company in a changing world.

In this section, we will examine these three schools of thought — the approaches of Chandler, Porter, and Mintzberg.

Each of them explains a part of corporate strategy, but together they form a comprehensive strategic map.

And this map answers a single question for any company:


“Where are we going, and how will we get there?”
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Alphred Chandler (1918-2007)

Alfred Chandler, one of the founders of modern strategic management, defined strategy as:


“The determination of the long-term goals and objectives of an enterprise,

and the adoption of courses of action and the allocation of resources necessary for carrying out these goals.”




This definition, though written decades ago, remains timeless — because it explains the core relationship between strategy, structure, and resources.

1. Strategy Comes Before Structure

Chandler’s famous principle —


“Structure follows strategy” —

means that a company’s organizational design must evolve after the strategic direction is decided.




In other words, strategy determines what must be done;

structure determines how it will be done.

When a company changes its goals but keeps the same structure, conflicts arise.

Departments start pulling in different directions.

Processes that once worked become bottlenecks.

That’s why Chandler emphasized that a company must not only design a strategy but also restructure itself to support it.

2. The Chandler Model in Practice

Chandler studied large corporations such as DuPont, General Motors, Standard Oil, and Sears, discovering that their success came from aligning three dimensions:


	
Strategy — long-term direction of growth

	
Structure — how responsibilities are divided

	
Systems — processes and controls ensuring coordination




When these three are harmonized, the company operates as one organism.

When they are disconnected, the company experiences friction and inefficiency.

3. Lessons for HR

For HR, Chandler’s insight has deep implications:


	When strategy changes, HR must redesign the structure.

	New goals may require new competencies, new roles, or even a new leadership mindset.

	HR must ensure resources match priorities.

	If the company invests in innovation, the HR systems (hiring, training, performance management) must reinforce that innovation.

	HR must be the interpreter of strategic change.

	It must translate “what the company wants to achieve” into “what people need to do differently.”




Conclusion

Chandler taught us that strategy is not a slogan — it is an architecture.

It defines how the entire organization should be built to make vision executable.


“When structure resists strategy, even the best ideas remain dreams.”
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Michel Porter (1947)




Michael Porter — professor at Harvard Business School and one of the world’s most influential thinkers in competitive strategy — brought a revolution to the way organizations define why they win and why they lose.

He argued that success in business does not come from doing everything, but from doing the right things differently.


“The essence of strategy is choosing what not to do.”

— Michael Porter




1. The Core Idea: Competitive Advantage

According to Porter, the foundation of strategy lies in creating and sustaining competitive advantage.

Every company must answer two fundamental questions:


	
Where will we compete? — defining the market or segment

	
How will we compete? — defining the way to win in that market




A company cannot be everything to everyone.

It must choose its position deliberately and then design all systems — operations, HR, marketing, and finance — to support that position.

2. Porter’s Three Generic Strategies

Porter identified three classic strategic choices that companies can pursue:


	
Cost Leadership – competing by being the lowest-cost producer





	Efficiency, scale, and tight cost control are key.

	Example: Walmart — “Save money. Live better.”





	
Differentiation – competing by offering unique value





	Customers are willing to pay more for something distinct.

	Example: Apple — innovation, design, and brand identity.





	
Focus – competing by targeting a specific market niche





	The company narrows its segment and becomes a specialist.

	Example: Rolls-Royce in luxury cars.




Each of these strategies can succeed — but trying to mix them usually leads to failure.

Porter warned:


“A company that tries to be both low-cost and high-differentiation ends up stuck in the middle.”




3. HR’s Strategic Role in Porter’s Framework

Porter’s logic implies that HR must align its systems with the chosen competitive strategy.

Strategic TypeHR Priorities

Cost Leadership

Hire efficient, disciplined employees; focus on productivity and process control.

Differentiation

Attract creative, risk-taking talent; emphasize innovation, learning, and autonomy.

Focus

Develop deep expertise; foster commitment to a specialized customer segment.

This means HR cannot use the same competency model or reward system for all strategies.

If business direction changes, HR architecture must evolve too.

4. The Strategic Message

Porter’s theory reminds us that strategy is about trade-offs.

Choosing what to focus on means consciously deciding what to let go.

A company with clear trade-offs achieves clarity;

a company trying to please everyone ends up pleasing no one.

Conclusion

Porter’s legacy to HR and business leaders is a simple but powerful idea:


“You cannot outperform rivals if you perform the same activities in the same way.”




Strategy is not imitation — it is intelligent differentiation.

And HR’s role is to make that differentiation sustainable through people —

to build a culture that lives the strategy, not just announces it.
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Henry Mintzberg (1939)




Henry Mintzberg, one of the most original thinkers in management science, challenged traditional definitions of strategy.

While many viewed strategy as a formal plan or documented roadmap, Mintzberg argued that real strategy often emerges from practice, not paper.
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