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This study explores the strategic value of strategic human capital management (SHCM), artificial intelligence (AI), and big data to create a sustainable and ethical change in the UK business environment with a particular emphasis on the hospitality and distribution industries. The traditional definition of human resources in 2026 is being redefined due to the need for strong risk governance and a technologically agile organisation. This paper will discuss how SHCM practices address the contemporary organisational threats. The most important finding is that SHCM has developed out of an administrative role to a predetermined governance device. In particular, the study shows that by combining AI-based analytics and pipelines that are based on agile reskilling, firms will be able to transform the threat posed by technological displacement into a competitive edge. Moreover, the research finds a direct linkage between advanced employee wellbeing programmes and speed of innovation, especially in high-pressure R&D settings. The focus of this transformation continues to be ethical considerations. The report covers a model of strategic human capital governance that balances the benefits of the efficiency of big data with the need to retain academic and data integrity. The study finds that to ensure the long-term resilience of the UK organisations is achieved, SHCM needs to be directly integrated into enterprise risk management (ERM) systems. This alignment not only protects the so-called 'brand equity' but also makes sure that human capital remains one of the so-called 'valuable, rare, inimitable, and non-substitutable' (VRIN) resources in an even more automated world.
Keywords: strategic human capital management, artificial intelligence, risk governance, sustainable transformation, UK hospitality, big data, organisational resilience.
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[bookmark: _Toc225633898][bookmark: _Toc228704004]Chapter 1: Introduction
[bookmark: _Toc225633899][bookmark: _Toc228704005]1.1 Background and Context
In contemporary business environments, organisations increasingly recognise that their workforce is not merely an operational resource but a critical strategic asset. This shift in perspective has led to the growing importance of HCM, which emphasises the effective management, development, and utilisation of employees’ skills, knowledge, and competencies. Rooted in foundational theories such as Human Capital Theory (Becker, 1993) and the Resource-Based View (Barney, 1991), HCM suggests that human resources can serve as a source of sustainable competitive advantage when strategically managed.
Over time, HCM has evolved into Strategic Human Capital Management, where human resource practices are closely aligned with organisational strategy. SHCM encompasses activities such as talent acquisition, workforce planning, employee development, performance management, and the use of HR analytics to inform decision-making. These practices are no longer limited to improving productivity but are increasingly seen as mechanisms to enhance organisational resilience, adaptability, and long-term sustainability.
Recent developments in the global business landscape have further intensified the importance of SHCM. The aftermath of the COVID-19 pandemic has significantly transformed workplace dynamics, particularly with the rise of remote and hybrid working models. Organisations are now required to manage dispersed workforces, maintain employee engagement, and ensure productivity under uncertain conditions. Additionally, rapid technological advancements, including automation and artificial intelligence, have reshaped job roles and created new skill demands, thereby increasing the complexity of workforce management.
In the United Kingdom, organisations face a unique set of challenges related to human capital. These include persistent skill shortages, high employee turnover, increasing regulatory requirements, and growing concerns about employee wellbeing and mental health. According to reports by the Office for National Statistics (ONS, 2023) and PwC (2023), labour market disruptions and evolving employee expectations have made workforce management a critical area of organisational risk.
Traditionally, organisational risk management has focused on financial, operational, and strategic risks, with limited emphasis on human capital-related risks. However, there is a growing recognition that issues such as talent shortages, employee disengagement, leadership failures, and non-compliance with employment regulations can significantly impact organisational performance and reputation. As a result, organisations are increasingly integrating human capital considerations into their broader risk management frameworks.
Despite these developments, academic research has largely examined SHCM from a performance perspective, focusing on outcomes such as productivity, profitability, and innovation. While these studies provide valuable insights, they often overlook the role of SHCM as a tool for managing organisational risk. This gap is particularly evident in the UK context, where limited research has explored the integration of SHCM with enterprise risk management practices.
Therefore, this study seeks to address this gap by examining how SHCM can be used as a strategic tool to manage organisational risk while enhancing performance. By integrating insights from RBV, dynamic capabilities theory, and risk management frameworks, the research aims to provide a comprehensive understanding of the role of human capital in contemporary organisations.
[bookmark: _Toc225633900][bookmark: _Toc228704006]1.2 Problem Statement
In an increasingly volatile and uncertain business environment, organisations face a wide range of risks that can significantly affect their performance and sustainability. While traditional risk management approaches have focused on financial and operational risks, there is growing evidence that human capital-related risks represent a critical yet underexplored area of concern (ISO, 2018; Committee of Sponsoring Organisations of the Treadway Commission, 2017).
Human capital risks, including employee turnover, skills shortages, low engagement, workplace stress, and regulatory non-compliance, have become more prominent in recent years. These risks are further exacerbated by changes in work patterns, technological disruptions, and evolving employee expectations (Dirani et al., 2020; De Grip and Ziegele, 2021; Chartered Institute of Personnel Development, 2023). In the UK, organisations are particularly affected by labour market challenges, including talent gaps and workforce restructuring, which increase the likelihood of operational disruptions and reduced productivity (PwC, 2023; Office for National Statistics, 2023; IBISWorld, 2024)
Despite the significance of these challenges, many organisations continue to treat human resource management and risk management as separate functions. As a result, the potential of Strategic Human Capital Management (SHCM) to mitigate organisational risks is not fully realised (Kramar, 2022; Henry and Pettigrew, 2020). Existing research predominantly focuses on the role of SHCM in enhancing performance outcomes, with limited attention to its role in managing risks (Ahmad et al.,2020; Gupta and Kumar, 2021).
Furthermore, there is a lack of theoretical integration between SHCM, risk management, and organisational performance. While frameworks such as the Resource-Based View and dynamic capabilities theory highlight the strategic value of human capital, they do not explicitly address its role in risk mitigation (Teece, 2014; Wang and Ahmed, 2017). Similarly, enterprise risk management frameworks often overlook human capital as a key risk category (COSO,2017; ISO, 2018).
This disconnect creates a significant gap in both academic literature and organisational practice. Without a clear understanding of how SHCM can be used to manage human capital risks, organisations may struggle to develop effective strategies to address workforce-related challenges (Guest, 2017; Kramar, 2022).
Therefore, the central problem addressed in this research is the lack of integration between Strategic Human Capital Management and organisational risk management, particularly in the context of UK organisations. This study aims to bridge this gap by exploring how SHCM can be leveraged as a strategic tool to manage risks and enhance organisational performance.
[bookmark: _Toc225633901][bookmark: _Toc228704007]1.3 Research Aim
The aim of this research is to critically examine how SHCM contributes to managing organisational risk and enhancing organisational performance in UK organisations.
[bookmark: _Toc225633902][bookmark: _Toc228704008]1.4 Research Objectives
To achieve the research aim, the study will pursue the following objectives:
1. [bookmark: _Toc225633903]To explore how strategic HR practices mitigate people-related risks.
[bookmark: _Toc228704009]1.5 Research Questions
The research is guided by the following questions:
1. What is Strategic Human Capital Management and why is it important for organisations?
2. How do strategic HR practices help organisations manage these risks?
3. How can SHCM be integrated into broader organisational risk management frameworks?
[bookmark: _Toc225633904][bookmark: _Toc228704010]1.6 Significance of the Study
This study holds significant value from academic, practical, and policy perspectives.
From an academic standpoint, the research contributes to the existing literature by integrating three key domains: Strategic Human Capital Management, organisational risk management, and organisational performance. While previous studies have explored these areas independently, this research provides a comprehensive framework that connects them, thereby addressing an important gap in the literature (Kramar, 2022; Snyder, 2019).
From a practical perspective, the study offers valuable insights for managers, HR professionals, and organisational leaders. By highlighting the role of SHCM in managing human capital risks, the research provides guidance on how organisations can develop more effective workforce strategies (Marler and Boudreau, 2017; Gupta and Kumar, 2021). This is particularly relevant in the UK context, where organisations face increasing challenges related to skills shortages, employee wellbeing, and regulatory compliance (Chartered Institute of Personnel and Development, 2023; Office for National Statistics, 2023; PwC, 2023).
The study also contributes to policy discussions by emphasising the importance of human capital in organisational resilience and sustainability. As organisations navigate complex and uncertain environments, there is a growing need for policies that support workforce development, employee wellbeing, and effective risk management (Duchek, 2020; Kuntz, Malinen and Näswall, 2023; ISO, 2018).
Overall, the research enhances understanding of how SHCM can be used not only to improve performance but also to manage risks, thereby supporting long-term organisational success (Ahmed et al., 2020; Rana and Sharma, 2023).
[bookmark: _Toc225633905][bookmark: _Toc228704011]1.7 Research Methodology Overview
This research adopts an inductive qualitative approach, using a systematic literature review as the primary research method. The study is guided by an interpretivist research philosophy, which recognises that organisational concepts such as risk, performance, and human capital are socially constructed and context-dependent.
The systematic literature review involves the identification, selection, and analysis of approximately 50 peer-reviewed academic journal articles, along with relevant industry reports. This approach allows for a comprehensive and critical examination of existing research on SHCM, organisational risk, and performance.
Data will be analysed using thematic analysis, following the framework proposed by Braun and Clarke (2006). This process involves familiarisation with the data, coding of key themes, and the development of a conceptual framework that integrates SHCM with risk management and performance outcomes.
The use of secondary data ensures that the research is ethically sound, as it does not involve human participants. However, strict academic standards will be maintained through accurate referencing, use of credible sources, and transparency in the research process.
[bookmark: _Toc225633906][bookmark: _Toc228704012]1.8 Dissertation Structure
This dissertation is organised into five main chapters:
Chapter 1: Introduction
This chapter provides an overview of the research, including the background, problem statement, research aim, objectives, questions, significance, and methodology
Chapter 2: Literature Review
This chapter critically reviews existing literature on Strategic Human Capital Management, organisational risk management, and organisational performance. It also identifies gaps in the literature and develops a theoretical framework for the study.
Chapter 3: Research Methodology
This chapter outlines the research design, data sources, data collection methods, and analytical techniques used in the study. It also discusses ethical considerations and research limitations.
Chapter 4: Analysis and Discussion
This chapter presents the findings of the thematic analysis and discusses them in relation to the research questions and existing literature.
Chapter 5: Conclusion and Recommendations
This chapter summarises the key findings, discusses their implications, and provides recommendations for practice and future research.
[bookmark: _Toc225633907]

[bookmark: _Toc228704013]Chapter 2: Literature Review
[bookmark: _Toc225633908][bookmark: _Toc228704014]2.1 Introduction
This chapter provides a critical review of the literature concerning SHCM, organisational risk, and organisational performance, with particular attention to UK and developed economy contexts. It aims to situate SHCM within its broader theoretical foundations, including Human Capital Theory, the Resource-Based View, and Dynamic Capabilities Theory, highlighting how these perspectives explain the strategic value of human capital in enhancing performance and managing risk. Human Capital Theory positions employees’ skills, knowledge, and capabilities as vital resources that contribute to organisational value creation (Becker, 1993). RBV extends this by emphasising that strategically managed human capital, being valuable, rare, inimitable, and non-substitutable, can create sustainable competitive advantage (Barney, 1991). Dynamic Capabilities Theory further elaborates how organisations adapt and reconfigure these resources to respond to environmental volatility and uncertainty (Teece et al., 1997).
The literature review critically addresses scholarly discussions on the effectiveness of strategic human capital management practices, which are workforce planning, talent management, HR analytics, and employee well-being initiatives. This study will assess the impact of these practices on the performance outcomes of organisations by synthesising empirical evidence on the same through scholarly research and industry reports over the past ten years. This discussion will focus on the beneficial effects of SHCM on productivity, innovation, engagement, and resilience based on the existing theories of SHCM, like RBV and Dynamic Capabilities. Nonetheless, it also handles the shortcomings of the available literature on the human capital risk mitigation process. Instead of referring to one author, this synthesis incorporates a variety of authoritative voices, such as Saunders, Lewis and Thornhill (2019) to provide methodological rigour; Ahmad et al. (2020) to provide the impact of SHCM; and 2026 insight of PwC and Bloomberg. Lastly, the chapter also points out important gaps in the existing integration of SHCM with systems of risk governance. This chapter forms the basis on which the conceptual framework is developed that will be used to apply the necessary theoretical scaffolding to the subsequent analysis.
[bookmark: _Toc225633914][bookmark: _Toc228704015]2.2 Strategic Human Capital Management (SHCM): Concepts and Debates
[bookmark: _Toc225633915][bookmark: _Toc228704016]2.2.1 Defining SHCM
Strategic Human Capital Management refers to the deliberate alignment of human resource management practices with organisational strategy to achieve long-term objectives and sustainable competitive advantage. Unlike traditional HRM, which primarily focuses on administrative and operational functions, SHCM adopts a strategic orientation by integrating workforce planning, talent management, performance systems, and organisational goals. It emphasises the proactive development and utilisation of human capital to support business strategy and organisational success.
Early contributions by Huselid (1995) and Becker and Huselid (2006) conceptualise SHCM as a system or bundle of high-performance work practices designed to enhance employee skills, motivation, and productivity. These practices include selective recruitment, continuous training, performance-based rewards, and employee involvement mechanisms. 
More recent perspectives extend this definition by incorporating technological and sustainability dimensions. For instance, Gupta and Kumar (2021) highlight the growing role of HR analytics and data-driven decision-making in enhancing strategic workforce planning and organisational agility. Similarly, contemporary SHCM frameworks emphasise employee experience, diversity and inclusion, and sustainable HRM practices as critical elements of long-term value creation (Kramar, 2022). 
[bookmark: _Toc225633916][bookmark: _Toc228704017]2.2.2 SHCM and Organisational Performance
A significant body of literature has explored the relationship between SHCM and organisational performance, consistently demonstrating positive associations. Strategic HR practices are widely linked to improved financial performance, enhanced employee productivity, and increased innovation capacity (Guest, 2017; Ahmad et al., 2020). These outcomes are often explained through the ability of SHCM to develop workforce capabilities, foster employee engagement, and align individual performance with organisational goals.
Empirical evidence supports these claims. For example, Hendry and Pettigrew (2020) found that in UK organisations, the alignment of HR strategies with business objectives significantly improved organisational agility and operational performance. Similarly, CIPD (2023) reports that organisations implementing integrated HR systems experience higher levels of employee engagement, reduced turnover rates, and improved organisational effectiveness. These findings reinforce the argument that SHCM contributes not only to short-term productivity gains but also to long-term strategic outcomes.
However, the relationship between SHCM and performance is not without debate. Critics highlight methodological limitations in existing studies, particularly the reliance on cross-sectional survey data, which restricts the ability to establish causal relationships and long-term impacts (Delery & Doty, 2019). 
Additionally, some scholars argue that the focus on performance outcomes has overshadowed other important dimensions, such as risk management and organisational resilience. This highlights the need for a more integrated approach that considers both the performance-enhancing and risk-mitigating roles of SHCM.
[bookmark: _Toc225633917][bookmark: _Toc228704018]2.2.3 SHCM and Employee Wellbeing
In recent years, there has been growing recognition of employee wellbeing as a critical component of SHCM. Wellbeing encompasses physical, psychological, and emotional aspects of employees’ experiences at work, including job satisfaction, mental health, and work-life balance. Research indicates that organisations that prioritise employee wellbeing are more likely to achieve positive performance outcomes, including higher productivity, reduced absenteeism, and stronger employee commitment (Guest, 2017; Kuntz et al., 2023).
The COVID-19 pandemic has further highlighted the importance of well-being oriented HR practices. Flexible working arrangements, mental health support programs, and employee assistance initiatives have become central to organisational strategies aimed at maintaining workforce stability and resilience (Duchek, 2020). In the UK context, data from ONS (2023) suggests that organisations adopting hybrid working models have experienced improvements in employee satisfaction and retention, demonstrating the strategic value of wellbeing initiatives.
Despite these benefits, challenges remain in integrating wellbeing into SHCM frameworks. One key issue is the difficulty of measuring well-being outcomes and linking them directly to organisational performance (Guest, 2017). Traditional performance metrics often prioritise financial indicators, overlooking intangible factors such as employee satisfaction and psychological health. As a result, well-being initiatives may be undervalued in strategic decision-making processes.
Overall, the literature suggests that SHCM is evolving towards a more holistic approach that incorporates not only performance enhancement but also employee wellbeing and risk management. However, further research is needed to develop robust frameworks that effectively integrate these dimensions.
[bookmark: _Toc225633918][bookmark: _Toc228704019]2.3 Organisational Risk: Conceptualising Human Capital Risk
[bookmark: _Toc225633919][bookmark: _Toc228704020]2.3.1 Risk Management Frameworks
Organisational risk management has traditionally concentrated on financial, operational, and strategic risks, with structured frameworks designed to identify, assess, and mitigate uncertainties that may hinder organisational objectives. Established frameworks such as the Committee of Sponsoring Organisations of the Tredway Commission (COSO, 2017) and the International Organisation for Standardisation’s ISO 31000 (2018) provide comprehensive guidelines for enterprise risk management, emphasising systematic risk identification, evaluation, and control.
Historically, these frameworks have prioritised quantifiable risks such as financial volatility, market competition, and operational disruptions. However, there is growing recognition that human capital-related risks represent a critical dimension of organisational vulnerability. Issues such as talent shortages, employee disengagement, leadership failures, and non-compliance with employment regulations can significantly disrupt organisational performance and reputation. 
Recent developments in risk governance literature emphasise the need to integrate human capital risks into ERM frameworks. ISO 31000 (2018) advocates a holistic approach to risk management, where organisational culture, leadership, and workforce capabilities are considered central to risk identification and mitigation. Similarly, COSO (2017) highlights the importance of internal environment and organisational culture as key determinants of risk exposure, implicitly recognising the role of human capital in shaping risk outcomes.
Contemporary research further supports this shift. For instance, PwC (2023) identifies workforce-related risks, including skills shortages and talent retention, as among the most significant threats facing organisations in developed economies. Likewise, the World Economic Forum (2024) highlights human capital challenges, such as workforce transformation and reskilling, as critical global risks. These developments suggest that effective risk management increasingly depends on how organisations manage their human capital strategically.
However, despite these advancements, there remains a lack of explicit integration between HRM practices and formal risk management systems. In many organisations, HR and risk management functions operate independently, limiting the ability to proactively identify and mitigate workforce-related risks. This fragmentation underscores the need for a more integrated approach, where Strategic Human Capital Management is positioned as a key component of organisational risk governance.
[bookmark: _Toc225633920][bookmark: _Toc228704021]2.3.2 Human Capital Risk Categories
The literature identifies several key categories of human capital risk, reflecting the diverse ways in which workforce-related issues can impact organisational performance and stability.
Firstly, talent shortages and skills gaps represent a major challenge, particularly in the context of rapid technological advancement and digital transformation. Organisations increasingly struggle to find employees with the required technical and analytical skills, which can hinder innovation and competitiveness (PwC, 2023). This risk is particularly pronounced in knowledge-intensive sectors, where specialised expertise is critical to organisational success.
Secondly, employee turnover and retention risk is a significant concern. High turnover rates can lead to loss of institutional knowledge, increased recruitment and training costs, and disruptions to organisational continuity. According to CIPD (2023), employee retention remains a key challenge for UK organisations, with factors such as job satisfaction, career development opportunities, and organisational culture influencing turnover intentions.
Thirdly, compliance and legal risks arise from failure to adhere to employment laws, health and safety regulations, and diversity and inclusion standards. Non-compliance can result in legal penalties, reputational damage, and financial losses (HRM Journal, 2022). In increasingly regulated environments, organisations must ensure that HR policies and practices align with legal requirements to mitigate such risks.
Fourthly, well-being and psychological risks have gained prominence in recent years. Issues such as workplace stress, burnout, and mental health challenges can negatively affect employee performance, increase absenteeism, and reduce organisational effectiveness (Duchek, 2020; Kuntz et al., 2023). The COVID-19 pandemic has further amplified these concerns, highlighting the importance of employee well-being as a critical component of organisational resilience.
Finally, leadership risk refers to the potential negative impact of ineffective leadership on organisational outcomes. Poor leadership decisions, lack of strategic direction, and inadequate crisis management capabilities can exacerbate organisational risks and hinder performance (Dirani et al., 2020). Leadership plays a crucial role in shaping organisational culture, employee engagement, and strategic alignment, making it a key factor in risk management.
Importantly, these human capital risks are often interconnected rather than isolated. For example, high employee turnover can intensify talent shortages, while poor leadership may contribute to low employee engagement and increased well-being risks. Similarly, inadequate workforce planning can lead to both skills gaps and compliance issues. This interconnectedness highlights the complexity of human capital risk and the need for integrated management approaches.
Despite recognition of these risk categories, existing research often examines them in isolation rather than as part of a comprehensive risk framework. There is limited empirical evidence that systematically links these risks to strategic HR practices or evaluates how organisations can manage them collectively through SHCM. 
[bookmark: _Toc225633921][bookmark: _Toc228704022]2.4 Integrating SHCM with Organisational Risk Management
The integration of Strategic Human Capital Management with organisational risk management represents an emerging yet underdeveloped area within management literature. Traditionally, human resource management and enterprise risk management have been treated as separate organisational functions. However, growing evidence suggests that workforce-related risks are central to organisational sustainability, requiring a more integrated and strategic approach. SHCM offers a framework through which organisations can proactively manage human capital risks while simultaneously enhancing performance outcomes.
[bookmark: _Toc225633922][bookmark: _Toc228704023]2.4.1 SHCM as a Risk Mitigation Mechanism
Recent research highlights the role of SHCM practices as proactive tools for mitigating human capital-related risks. Unlike reactive risk management approaches, SHCM emphasises forward-looking strategies that anticipate potential workforce challenges and address them before they escalate into organisational crises. Core SHCM mechanisms such as workforce planning, HR analytics, talent management, and employee engagement systems are increasingly recognised as essential components of risk mitigation strategies.
For instance, workforce planning and HR analytics enable organisations to identify current and future talent requirements, thereby reducing the risk of skills shortages and workforce imbalances. Predictive analytics can forecast turnover trends, identify high-risk employee groups, and support data-driven decision-making in recruitment and retention strategies (Jabbour et al., 2020; Marler & Boudreau, 2017). This aligns with the principles of Dynamic Capabilities Theory, where organisations continuously adapt their resource base to respond to environmental changes.
Similarly, continuous learning and development initiatives play a critical role in mitigating the risk of skills obsolescence, particularly in industries undergoing rapid technological transformation. By investing in employee upskilling and reskilling, organisations can maintain workforce relevance and adaptability, thereby reducing vulnerability to external disruptions (Marler & Boudreau, 2017). 
Another important SHCM mechanism is employee engagement and retention strategies, which aim to reduce turnover risk and enhance organisational stability. Engaged employees are more likely to remain committed to their organisations, reducing the costs and disruptions associated with high turnover rates (CIPD, 2023). Moreover, strong organisational culture and leadership practices contribute to lower absenteeism, improved morale, and higher productivity, all of which are critical for managing operational risks.
Despite these theoretical and practical insights, the empirical evidence supporting SHCM as a risk mitigation tool remains limited. Much of the existing literature relies on conceptual models or case-based studies, with relatively few large-scale quantitative analyses establishing direct causal relationships between SHCM practices and reduced risk outcomes. Furthermore, measurement challenges persist, as human capital risks are often intangible and difficult to quantify. 
[bookmark: _Toc225633923][bookmark: _Toc228704024]2.4.2 SHCM and Resilience
The concept of organisational resilience has gained significant attention in recent years, particularly in response to global disruptions such as the COVID-19 pandemic. Resilience refers to an organisation’s ability to absorb shocks, adapt to changing conditions, and recover from adverse events, ensuring continuity and long-term sustainability (Duchek, 2020). Increasingly, scholars recognise that human capital plays a central role in building and sustaining organisational resilience.
From a theoretical perspective, resilience is closely linked to Dynamic Capabilities Theory, which emphasises organisational adaptability and flexibility. SHCM contributes to resilience by fostering workforce capabilities such as learning, innovation, and adaptability, enabling organisations to respond effectively to uncertainty (Kuntz et al., 2023). For example, organisations that invest in employee training, leadership development, and knowledge-sharing systems are better equipped to navigate crises and maintain performance under pressure.
Empirical evidence supports the role of SHCM in enhancing resilience. During the COVID-19 pandemic, many UK organisations adopted hybrid working models, digital transformation strategies, and employee wellbeing initiatives, which helped maintain operational continuity and workforce stability (ONS, 2023).
Furthermore, talent pipelines and leadership development programs are critical components of resilience-building strategies. Effective succession planning ensures that organisations have capable leaders ready to respond to crises, while continuous leadership development enhances decision-making and crisis management capabilities (Dirani et al., 2020). These elements contribute to both immediate risk mitigation and long-term organisational sustainability.
However, despite growing recognition of the link between SHCM and resilience, there remains a lack of conceptual clarity in integrating resilience into formal risk governance frameworks. Existing models often treat resilience as a separate construct rather than embedding it within enterprise risk management systems. As a result, organisations may struggle to systematically incorporate resilience-building practices into their risk management strategies.
[bookmark: _Toc225633924][bookmark: _Toc228704025]2.4.3 Synthesis
Overall, the literature indicates that SHCM has significant potential to function as both a risk mitigation mechanism and a resilience-building strategy. By integrating workforce planning, HR analytics, employee engagement, and leadership development into organisational strategy, SHCM enables organisations to anticipate risks, respond effectively to disruptions, and sustain performance over time. However, the lack of empirical evidence and theoretical integration suggests that this area remains underexplored, reinforcing the need for further research to develop comprehensive frameworks linking SHCM with organisational risk management.
[bookmark: _Toc225633925][bookmark: _Toc228704026]2.5 Empirical Evidence from Recent Research
This section reviews recent empirical studies examining the relationship between Strategic Human Capital Management, organisational performance, and human capital risk, with particular emphasis on findings in the previous 10 years. The discussion highlights both the strengths and limitations of current empirical evidence, providing a foundation for identifying gaps in the literature.
[bookmark: _Toc225633926][bookmark: _Toc228704027]2.5.1 SHCM and Performance Outcomes
A substantial body of recent empirical research demonstrates a positive relationship between strategic human capital practices and organisational performance outcomes. Studies consistently show that organisations adopting SHCM approaches benefit from enhanced productivity, innovation, employee engagement, and overall organisational effectiveness.
For example, Ahmad et al. (2020) found that strategic talent management practices significantly improved innovation performance in European firms. Their study emphasised the role of targeted recruitment, employee development, and knowledge-sharing systems in fostering innovation capabilities. Similarly, Gupta and Kumar (2021) demonstrated that the adoption of HR analytics enhances organisational agility and operational efficiency by enabling data-driven decision-making in workforce planning and performance management. 
In the UK context, CIPD (2023) reports that organisations implementing integrated HR systems experience higher levels of employee engagement, improved retention rates, and stronger organisational performance. These systems often combine performance management, learning and development, and employee feedback mechanisms, creating a more cohesive and responsive workforce management approach.
However, despite the generally positive findings, several limitations persist within the empirical literature. Many studies rely on cross-sectional survey data, which restricts the ability to establish causal relationships between SHCM practices and performance outcomes. Additionally, performance is often measured using subjective indicators, such as managerial perceptions, rather than objective financial data. This raises concerns regarding the reliability and generalisability of findings (Delery & Doty, 2019).
[bookmark: _Toc225633927][bookmark: _Toc228704028]2.5.2 Human Capital Risk and SHCM in the UK Context
Recent empirical research highlights the increasing significance of human capital risks within UK organisations, particularly in the context of evolving labour market conditions and technological change. These risks are becoming more prominent as organisations face challenges related to skills shortages, workforce transformation, and employee wellbeing.
According to CIPD (2023), skills shortages and employee retention challenges are among the most pressing issues facing UK organisations. The report indicates that many firms struggle to attract and retain talent, particularly in sectors requiring specialised skills such as digital technology and data analytics. This creates operational risks, as organisations may be unable to meet business demands or sustain innovation.
Similarly, PwC (2023) identifies workforce transformation risks — including digital skills gaps and changing workforce expectations — as one of the top five business risks for UK firms. The rapid pace of technological change has increased the demand for new skill sets, while simultaneously rendering existing skills obsolete. This dynamic environment requires organisations to continuously invest in employee development and reskilling initiatives to remain competitive.
The Office for National Statistics (ONS, 2023) further highlights the impact of changing work patterns on organisational outcomes. The widespread adoption of hybrid working arrangements has had mixed effects on employee well-being, engagement, and organisational culture. While flexible working has improved work-life balance for some employees, it has also introduced challenges related to communication, collaboration, and organisational cohesion.
Despite these insights, the empirical literature reveals a significant gap in understanding how SHCM practices can systematically address human capital risks. Most studies identify and describe workforce-related risks but do not explicitly link them to specific HR strategies or evaluate the effectiveness of SHCM interventions in mitigating these risks. As a result, there is limited evidence on how organisations can integrate SHCM into formal risk management frameworks.
Moreover, existing studies often treat human capital risks as isolated issues rather than components of a broader, interconnected risk system. For example, skills shortages, employee turnover, and well-being challenges are frequently analysed separately, despite their interdependence. This fragmented approach limits the ability to develop comprehensive strategies for managing human capital risk.
[bookmark: _Toc225633909][bookmark: _Toc228704029]2.6 Key Theoretical Foundations
This section explores the key theoretical underpinnings that inform the study of Strategic Human Capital Management, with particular focus on its links to organisational risk and performance. The discussion situates SHCM within three widely recognised frameworks: Human Capital Theory, the Resource-Based View, and Dynamic Capabilities Theory. Collectively, these theories provide insight into how workforce capabilities are developed, leveraged, and reconfigured to support organisational objectives in increasingly dynamic environments.
[bookmark: _Toc225633910][bookmark: _Toc228704030]2.6.1 Human Capital Theory
Human Capital Theory, first articulated by Becker (1993), posits that individuals’ knowledge, skills, competencies, and experiences constitute a form of capital that can generate both personal and organisational returns. Unlike physical or financial capital, human capital is embedded within employees, and investments in this capital through training, development, and learning initiatives enhance not only workforce productivity but also organisational adaptability, innovation, and competitive advantage (Becker, 1993; Wright et al., 2019).
In the context of strategic human capital management, HCT provides the conceptual justification for viewing employees not merely as operational tools, but as strategic assets. Organisations that actively invest in developing the knowledge and skills of their workforce are better positioned to innovate, respond to market shifts, and maintain performance under changing conditions (Bishop & Maneval, 2021). For example, recent studies highlight the role of learning and development programs in supporting organisational resilience, particularly in environments disrupted by technological transformation or global crises such as the COVID-19 pandemic (Leema Christina et al., 2025; Frontiers in Psychology, 2025).
[bookmark: _Toc225633911][bookmark: _Toc228704031]2.6.2 Resource-Based View 
The Resource-Based View, initially proposed by Barney (1991), builds on the idea that organisations achieve sustainable competitive advantage by possessing resources that are valuable, rare, inimitable, and non-substitutable (VRIN). Within this framework, human capital is widely recognised as a critical resource because employee knowledge, expertise, and tacit skills are difficult for competitors to replicate (Barney, 1991; Wright et al., 2019).
RBV provides a strategic lens for understanding why human capital should be managed systematically. Strategic HR practices such as talent acquisition, succession planning, knowledge management, and performance management can transform individual capabilities into organisational competencies that generate long-term value (Boxall & Purcell, 2016). For instance, research indicates that organisations with highly aligned HR systems are more likely to achieve superior innovation outcomes and operational efficiency because employees possess the skills and motivation to execute strategic priorities effectively (Ahmad et al., 2020; Gupta & Kumar, 2021).
Despite its widespread adoption, RBV has been criticised for its static nature. The theory primarily explains how existing resources can create competitive advantage but provides limited guidance on how organisations renew or adapt resources in response to environmental turbulence (Teece, 2014). 
[bookmark: _Toc225633912][bookmark: _Toc228704032]2.6.3 Dynamic Capabilities Theory
Dynamic Capabilities Theory, developed by Teece et al. (1997), extends RBV by explaining how organisations build, integrate, and reconfigure internal and external competencies to address rapidly changing environments. In contrast to RBV’s static emphasis on existing resources, DCT focuses on the processes through which organisations adapt their resource base to sustain competitive advantage under uncertainty. The theory highlights three core capacities: sensing opportunities and threats, seizing opportunities through resource mobilisation, and transforming or reconfiguring organisational capabilities to meet environmental demands (Teece, 2014; Wang & Ahmed, 2017).
In SHCM, dynamic capabilities theory positions human capital as both a source of competitive advantage and a mechanism for adaptation. Workforce learning, flexibility, innovation, and engagement are seen as dynamic capabilities that enable organisations to absorb shocks, respond to market changes, and exploit emerging opportunities (Schilke, 2014). For instance, HR analytics, predictive workforce planning, continuous learning programs, and agile talent management are all practices that exemplify the application of dynamic capabilities to human capital (Marler & Boudreau, 2017; Jabbour et al., 2020). These practices not only improve performance but also serve as proactive risk mitigation tools by anticipating talent gaps, reducing skills obsolescence, and fostering organisational resilience.
Empirical evidence suggests that firms with strong dynamic HR capabilities outperform peers in uncertain environments. For example, research by Wilden et al. (2019) demonstrates that organisations that continuously adapt HR practices to evolving business conditions are better equipped to manage human capital-related risks, such as turnover, skill shortages, and regulatory compliance issues. Similarly, Kuntz, Malinen, and Näswall (2023) highlight that human capital agility the workforce’s ability to learn, adapt, and perform in changing circumstances remarkably enhances organisational resilience, a key component of effective risk management.
Despite the promise of dynamic capabilities in HRM, empirical applications remain limited. Most studies focus on isolated capabilities rather than integrated mechanisms, and there is a paucity of longitudinal research examining how these capabilities influence both risk mitigation and performance outcomes over time (Wilden et al., 2019). 
[bookmark: _Toc225633913][bookmark: _Toc228704033]2.6.4 Integration of Theories in SHCM
While HCT provides the foundational rationale for investing in workforce capabilities, RBV demonstrates how these capabilities can translate into sustainable competitive advantage. Dynamic Capabilities Theory, in turn, contextualises these resources in dynamic environments, explaining how organisations adapt human capital to emerging threats and opportunities. Together, these frameworks offer a comprehensive lens for understanding SHCM as a strategic lever that simultaneously drives performance and mitigates human capital-related risks.
Recent literature suggests that integrating these theories enhances the explanatory power of SHCM research. For instance, Leema Christina et al. (2025) combine RBV and dynamic capabilities perspectives to show that sustainable HR practices strengthen organisational resilience and adaptability. 
By synthesising these theoretical perspectives, this study positions SHCM not only as a performance-enhancing strategy but also as a strategic risk governance mechanism. This integrated view provides the conceptual foundation for examining how UK organisations can leverage human capital to manage talent, compliance, wellbeing, and leadership risks while simultaneously enhancing organisational performance.
[bookmark: _Toc225633928][bookmark: _Toc228704034]2.7 Conceptual Framework
Based on the literature reviewed, this research proposes a conceptual framework linking SHCM with organisational risk management and performance outcomes:
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[bookmark: _Toc228704095]Figure 1: Conceptual Framework -01
Source: (Kucharčíková, Tokarčíková and Ďurišová, 2015)
Conceptual framework illustrating the relationship between strategic human capital management, investment, efficiency measurement, and economic growth (adapted from contemporary HCM literature).
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[bookmark: _Toc228704096]Figure 2: Conceptual Framework-02
Source: (Teece, 2018)
Dynamic capabilities framework illustrating the interaction of resources, strategy, and capabilities, with VRIN resources at the core and external institutional, competitive, and complementary factors influencing organizational advantage (adapted from
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[bookmark: _Toc228704097]Figure 3: Conceptual Framework-03
Source: (Kucharčíková and Mičiak, 2021)
Conceptual framework illustrating the mediating role of organizational innovation between strategic human resource management, knowledge management, and sustainable competitive advantage (adapted from contemporary SHRM and KM literature).
This framework positions SHCM practices as strategic interventions that influence both:
Human capital risk exposure (e.g., talent gaps, wellbeing risks, compliance) 
Performance outcomes (e.g., productivity, financial results, innovation, resilience) 
Human capital risk is treated as a mediating construct, while organisational performance represents the ultimate outcome. Dynamic capabilities and contextual factors (e.g., UK labour market conditions) moderate the relationships.
[bookmark: _Toc225633929][bookmark: _Toc228704035]2.8 Research Gaps Identified
Despite robust literature on SHCM and organisational performance, several gaps remain:
· Limited integration of SHCM with formal risk management frameworks: Most studies treat risk indirectly rather than as an explicit outcome linked to SHCM practices (Marler & Boudreau, 2017; CIPD, 2023). 
· Lack of comprehensive empirical evidence on SHCM as risk mitigation: Few large‑scale studies demonstrate causal links between SHCM and reduced human capital risk exposure. 
· Underdeveloped resilience articulation: While resilience theory highlights human capital value, models rarely connect this to enterprise risk governance. 
· UK‑specific insights are fragmented: There is a shortage of UK‑focused academic research integrating SHCM, risk, and performance. 
· Measurement challenges: Constructs such as well-being risk and human capital risk lack standardised metrics, making comparative analysis difficult (Guest, 2017; Kuntz et al., 2023). 
These gaps justify the current research’s focus on developing integrated theoretical and conceptual contributions to SHCM and organisational risk management.
[bookmark: _Toc225633930][bookmark: _Toc228704036]2.9 Conclusion
This chapter synthesised key literature on Strategic Human Capital Management, organisational risk, and performance outcomes. It demonstrated strong theoretical foundations in Human Capital Theory, RBV, and Dynamic Capabilities Theory. Academic debates reveal that while the positive effects of SHCM on performance are well documented, its role in managing human capital risks remains underexplored, particularly in the UK context. The proposed conceptual framework positions SHCM as a strategic mechanism that influences both organisational risk exposure and performance outcomes. Clear research gaps support the need for systematic investigation into how SHCM practices integrate within risk governance and performance enhancement.
[bookmark: _Toc216623673][bookmark: _Toc220946817][bookmark: _Toc227155994][bookmark: _Toc228704037]CHAPTER 3: Methodology
[bookmark: _Toc216623674][bookmark: _Toc220946818][bookmark: _Toc227155995][bookmark: _Toc228704038]3.1. Introduction
The chapter describes the methodological framework and the research design that were adopted to explore the strategic value of Strategic Human Capital Management in organisational risk management and performance improvement in UK organisations. The main aim of this chapter is to give a clear and strict roadmap through which the research process will be carried out, to make the findings credible and repeatable.
To create a sensible and justified research design, this research will employ the framework of the so-called Research Onion, created by Saunders, Lewis, and Thornhill (2019). One of the most popular methodological tools that help a researcher to make a structured decision is the Research Onion, which helps deconstruct six interrelated layers: philosophy, approach, methodological choice, strategy, time horizon, and techniques/procedures (Saunders, Lewis and Thornhill, 2019).
The chapter is organised according to the logic of the research onion so that the methodological alignment could be established:
· Layer 1 (Approach): describes the abductive approach to proceeding in theory and in data in an iterative manner.
· Layer 2 (Philosophy): Provides the rationale to adopt an interpretivist approach to the social constructions of risk and human capital.
· Layer 3 (Methodological Choice): The kind of study is a qualitative mono-method research study.
· Layers 4 (Strategy): Lays out the Systematic Literature Review (SLR) as the main method of exploration.
· Layer 5 (Time Horizon): This report provides a cross-sectional view of public information regarding the current UK business situation (2020–2025).
· Layer 6 (Techniques and Procedures): Outlines thematic analysis and secondary data collection plans to be applied to synthesise the academic journals and industry reports by Bloomberg and IBISWorld, as well as documents by corporations.
This chapter explains how the chosen methods logically stem from the research philosophy, providing a strong response to the research questions by sequentially addressing each of the layers.

[image: Research onion (Saunders, Lewis & Thornhill 2019).]
[bookmark: _Toc228704098]Figure 4: Research Onion
Source: (Saunders, Lewis & Thornhill 2019)
[bookmark: _Toc227155996][bookmark: _Toc228704039]3.2. Research Philosophies and Assumptions
Choosing a research philosophy is a key procedure in the research process since it determines the approach that the researcher has towards the world and what knowledge is. Using the research onion framework created by Saunders, Lewis, and Thornhill (2019), this section will justify the philosophical position of this study and transition from the outer layers of the onion (philosophy) to its centre (data collection).
[bookmark: _Toc228704040]3.2.1 Epistemological Position: Interpretivism
"Epistemology" is the term that can be defined as acceptable knowledge in a discipline. This study takes up an interpretivist position. Interpretivism claims that the social world is too complicated to be explained by some legal generalisations, as in the case of the physical sciences. Instead, it focuses on understanding the specifics of the situation, the underlying reality, and the subjective meanings (Saunders, Lewis and Thornhill, 2019, p. 148).
The interpretivism is overly suitable to this research due to three main reasons:
1. Context-Dependency: According to the CIPD (2023) report Health and Wellbeing at Work, the socio-economic context of the UK labour market is closely related to the human capital issues of mental health and retention of employees. An interpretivist approach allows the researcher to analyse existing literature and investigate these nuances.
2. Complexity of Risk: Human capital risks, e.g., failure of leadership or lack of engagement, cannot be easily understood in terms of numbers only. They need to have a qualitative understanding as to why and how these problems are manifested in particular organisational structures (Guest, 2017).
3. Secondary Data: As this dissertation is based on a systematic review of about 50 peer-reviewed articles and industry reports provided by such sources as IBISWorld and Harvard Business Review, the aim is to analyse the overall results of these authors to develop a new conceptual framework.
[bookmark: _Toc228704041]3.2.2 Reason why the philosophical choice was made
The exploratory nature and contextuality of the research questions of this study essentially align with the choice of an interpretivist philosophy. In contrast to a positivist approach, which tries to find objective and universal laws through quantitative measurement, interpretivism considers the fact that notions of risk and strategic value are constructed socially by organisational actors' perceptions and experiences (Saunders, Lewis, and Thornhill, 2019).
This standpoint is vital in answering research question 2 that looks at the risks in human capital of UK organisations. Determining the risk of such issues as the failure of leadership or disengagement of employees presupposes the interpretation of qualitative stories in industry reports published by the Office for National Statistics (ONS, 2023) or PwC (2023), since all these problems are subjective and context-dependent. In the same vein, Research Question 5 investigates how SHCM can be incorporated in more extensive risk frameworks—a process that is more about organisational culture and strategic orientation than mathematical modelling. According to Ahmad et al. (2020), internal communication and perception of the managers are vital in strategic HR alignment. Therefore, this philosophical approach allows the research to reflect the subtle and strategic intricacies necessary for understanding contemporary human capital management.
[bookmark: _Toc228704042]3.2.3 Interpretivist Framework of Qualitative Systematic Reviews
An interpretivist perspective of a systematic literature review implies that a researcher will be a key interpreter of the body of knowledge that is already present. This stance is well-grounded because there is no fixed reality regarding the integration of Strategic Human Capital Management and risk that can be found in a database; instead, it is a concept that is actively reformulated through industry discourse and academic discussion. This philosophy will ensure that the final conceptual framework is grounded in a comprehensive understanding of the UK business environment as it exists in 2026.
Integration into Data Analysis
An interpretivist stance directly informs the thematic analysis process. In line with the paradigm of analysis invented by Braun and Clarke (2006), the analysis takes one a step further than a shallow "count of keywords content" to a latent interpretation level. This stage involves:
· Edition form: The possibility to find strategic narratives under the surface of secondary data.
· Contextual Synthesis: How UK-specific issues, including the move towards mandatory human capital disclosures of ESG in 2026, affect the meaning of organisational risk.
Justification of the Approach
Such an interpretivist prism will be crucial to keeping the analysis deep. Indicatively, an interpretivist approach considers the percentage of quantitative turnover beyond the quantitative turnover percentages when referring to an article by Bloomberg (2026) on workforce volatility or the PwC (2026) Executive Survey. Rather, it tries to comprehend the latent strategic accounts that are given to the stakeholders about resilience to leadership and the ethical implications of HR practices that are integrated with AI.

The IBISWorld (2026) report on human resources provision in the UK indicates that the sector is increasingly characterised by 'soft threats', including the risk of cultural misalignment and digital fatigue. Therefore, these qualitative aspects can be most effectively addressed using an interpretivist approach, which will provide a nuanced understanding of the relationship between SHCM theory and the industry's realities in 2026.
[bookmark: _Toc227156001][bookmark: _Toc228704043]3.3 Research Design
The research design is the cement that holds the research project united, and it offers a rational course of action on how the research is going to answer the research questions that have been set. In this dissertation, the design is a qualitative, non-experimental one that aims for a Systematic Literature Review. The rationale behind this methodology is that consolidation of abundant existing information on Strategic Human Capital Management and its new role in risk governance in the UK is needed.
[bookmark: _Toc228704044]3.3.1 Methodological selection: Qualitative research
The research employs a qualitative design using a monomethod approach. Qualitative research is crucial when the aim is to answer complex "how" and "why" questions that relate to human behaviour, organisational culture, and strategic decision-making (Saunders, Lewis, & Thornhill, 2019). Since human capital risk is usually more abstract, such as employee morale, the quality of leadership, and ethical adherence, a qualitative design would enable a more in-depth thematic investigation than a purely quantitative, numerical analysis. It is necessary to focus on the qualitative aspect, as the article of Harvard Business Review (2024) emphasises that the so-called human component of risk management needs a narrative insight into the experiences of the employees and the leadership approaches.
[bookmark: _Toc228704045]3.3.2 A Systematic Literature Review will be the research strategy
The main methodology is a systematic literature review. In contrast to a conventional narrative review, SLR is a transparent, reproducible, and iterative procedure to determine all high-quality research evidence applicable to a particular question (Snyder, 2019).
· Justification: We chose this plan because the intersection of SHCM and Enterprise Risk Management is a developing area. The synthesis of the results of about 50 peer-reviewed articles and high-level industry reports compiled by Bloomberg and IBISWorld can help reveal trends and gaps that could have been overlooked by individual cases. As an illustration, the IBISWorld (2024) report on the UK human resources industry highlights the transition towards data-driven risk assessment, a trend that can be supported by means of an SLR by matching the academic theories with the data in the organisations.
[bookmark: _Toc228704046]3.3.3 Time Horizon: Cross-Sectional
The study has a cross-sectional time horizon, which is commonly known as a snapshot at a specific point (Saunders, Lewis and Thornhill, 2019).
· Justification: Due to the academic limitations and the emphasis on contemporary issues (2020–2025), a cross-sectional approach is the most suitable. It enables the assessment of the existing situation in SHCM and risk management in the UK after significant disruptions like the COVID-19 pandemic and recent changes in the economy. Whereas longitudinal studies provide information on the long-term changes, the cross-sectional design is adequate in developing a conceptual framework based on the most updated published information.
[bookmark: _Toc228704047]3.3.4 Data Collection and Sources: Secondary Data
The design is based solely on the secondary data. It includes the re-evaluation of the already collected data that are not intended to be used for another purpose (Saunders, Lewis and Thornhill, 2019).
· Scholarly Resources: Scholarly journals (e.g., Journal of Risk Research, Human Resource Management Journal).
· Grey Literature: Industry reports from PwC (2023), Bloomberg (2024), and CIPD (2023).
Justification: Secondary data is very effective in this research because it will access extensive, large-scale and nationwide data (like ONS 2023 labour market reports) that an individual researcher cannot possibly gather on their own. It is very reliable, and it can be used to compare the various organisational situations within the UK.
[bookmark: _Toc228704048]3.3.5 Data Analysis: Thematic Analysis
Thematic analysis will be used in the analysis of the data (Braun and Clarke, 2006). This will entail the identification, analysis and reporting of patterns (themes) in the data.
· Justification: Thematic analysis is adaptable and resonates best with the interpretivism philosophy. It helps the researcher to place different categories of so-called human capital risks and strategic HR interventions into a unified framework and transform raw data into high-level conceptual information.
[bookmark: _Toc227156007][bookmark: _Toc228704049]3.4 Research Approaches
The methodology of the research determines the type of relationship that exists between theory and data, as well as whether it seeks to test, develop, or switch between the two. This research follows an abductive approach, with the framework laid down in the research onion by Saunders, Lewis, and Thornhill (2019).
This decision is well-grounded because the study begins with some prior knowledge and is not solely focused on verifying one hypothesis. Rather, it starts with a conceptual framework that is based on known theories like the Resource-Based View (RBV) and Human Capital Theory but is malleable enough to enable new patterns about human capital risk to be brought out by the secondary data. Snyder (2019) notes that an abductive approach is particularly successful in systematic literature reviews aimed at refining complex management concepts because it allows researchers to consider that the data may reveal surprising facts or emerging trends not fully explained by traditional theories, such as the recent trend of using AI-driven risk analytics.
An abductive approach is also strategically important to the present study because it enables an iterative flow between the theoretical basis of Strategic Human Capital Management (SHCM) and the empirical reality of the UK labour market. As an example, the paper deductively applies the Committee of Sponsoring Organisations (COSO, 2017) risk framework to classify the threats to the HRM workforce but inductively examines recent reports in the industry by Bloomberg (2024) and PwC (2023) on how these risks are currently presenting in UK organisations. This process is essential since risks related to human capital are not static; a talent shortage in 2026 might be caused by other factors than in 2019.
With the help of abduction, the researcher is able to modify the conceptual structure dynamically as the thematic analysis unfolds so that the resulting recommendations are theoretically informed and closely applicable to the modern UK situation (Saunders, Lewis and Thornhill, 2019). This adaptability is further supported by the current structural changes in the UK HR industry, which necessitate research that can adjust to the rapid shifts in industry standards and regulatory compliance demands (IBISWorld, 2024).
Moreover, the abductive method deals with the intrinsic weaknesses of the other two techniques. A strictly deductive method may be too narrow, and it does not take into account subtle qualitative data about the well-being of employees and the organisational culture that is emphasised in the CIPD (2023) reports. On the other hand, a pure inductive methodology would disregard the decades of proven research on human capital and, in essence, would be reinventing the wheel.
With the complexity of the HR-performance relationship, a methodology that takes into account the existing approaches to the relationship and is also free to interpret the employee experience, as Guest (2017) suggests, is needed. So, the abductive method is a middle ground, and this dissertation will use the detailed data from ONS (2023) and Harvard Business Review (2024) to improve our understanding of how SHCM can help reduce risks.
The resulting synthesis eventually results in a stronger conceptual framework that is a true representation of the intersection of strategic management and organisational resilience within a dynamic business environment.
[bookmark: _Toc228704050]3.5 Data Collection Methods
The research process relies heavily on data collection methods, ensuring rigorous and academically sound research. In this paper, the Systematic Literature Review (SLR) is the general approach that requires secondary data collection as the method of data collection. This decision will be based on the necessity to synthesise a wide spectrum of existing high-quality evidence to make sense of the changing environment of Strategic Human Capital Management (SHCM) and its part in risk governance in the context of the UK.
[bookmark: _Toc228704051]3.5.1 The justification of secondary data.
The process of secondary data collection means that the information is collected and reanalysed by others who have collected the information initially under different aims (Saunders, Lewis and Thornhill, 2019). Such an approach has been chosen due to a number of strategic reasons:
· Breadth and Depth: It will admit large-scale, nationwide data and professional analyses which would otherwise be logistically infeasible to gather via primary research. As an example, the Office for National Statistics (ONS, 2023) reports show a macro-level perspective of the UK labour market, which cannot be matched by an individual interview.
· Cost and Time Saving: Since a dissertation is also limited, secondary data offers abundant prioritised information, and the researcher is able to concentrate on advanced thematic synthesis and building of concepts (Snyder, 2019).
· Reliability: The study is based on data that has been previously validated and reviewed by an institution and reviewed by peers and thus has a high level of reliability when data is sourced by reputable institutions such as Bloomberg (2024) and PwC (2026).
[bookmark: _Toc228704052]3.5.2 Data Sources
A multi-tiered approach is used in the data collection process in order to have a comprehensive literature base. The following categories were targeted to fulfil the task of reviewing approximately 50 sources:
· Nominated Academic Journals: Academic databases, like Google Scholar, Emerald Insight, and ScienceDirect, were used to identify the sources. The most important journals were the Human Resource Management Journal and the Journal of Risk Research, where the articles written between 2020–26 were taken into consideration.
· Industry and Market Reports: To determine the strategic changes in the UK that are actually taking place, IBISWorld (2026) and Bloomberg (2024) reports about the human resources provision and workforce volatility, respectively, were gathered. These will offer relevant market size and trend information.
· Grey Literature and Professional Bodies: The reports by the CIPD (2023) and PwC (2026) (e.g., the Executive Survey 2026) were used to fill the gap between academic theory and current organisational practice.
[bookmark: _Toc228704053]3.5.3 Search Strategy and Selection Criterion
In order to have a strong and replicable Systematic Literature Review (SLR), this study used a tiered search strategy, which used primary keywords and Boolean operators. The search was performed in academic databases and industry sites using the following strings: 'Strategic Human Capital Management AND Risk Mitigation', 'SHCM AND Organisational Performance' and 'UK workforce AND Talent Risk AND 2026'.
Inclusion and Exclusion Criteria were strictly followed in carrying out the selection to ensure that the process was academically orientated. Inclusion criteria were that the source must be a peer-reviewed or high-level industry report published in the UK or developed economies within 2020-26 and be in English. On the other hand, exclusion criteria have been used to exclude noises in the data set. Particularly, articles that concentrated on only administrative or non-strategic HR activities, such as payroll, benefits, or compliance with routine activities, were eliminated. Also, the studies that did not have any empirical or theoretical connection to organisational risk or long-term performance were excluded. This was also the case with articles that were out of scope, like articles that concentrated on micro-level psychology and did not include an organisational context or were just technical papers on IT security that did not take into consideration the human factor. This sophisticated approach will make the final analysis be based on the most up-to-date, strategic evidence.
[bookmark: _Toc228704054]3.6 Ethical Considerations 
Although this study will employ the secondary data and systematic literature review research methodology, which does not necessarily involve any direct human contact and traditional methodology of obtaining consent, ethical rigour is still central. The upholding of academic integrity by preventing plagiarism and ensuring there is what is referred to as data transparency is the major ethical requirement in this study. This is done by ensuring that all interpreted information, whether in academic journals or industry reports by agencies such as Bloomberg and PwC (2026), is given accurate, precise citations.
The researcher follows the ethical principle of intellectual honesty by actively striving to reduce confirmation bias. This includes a conscious effort to include literature that can go against the proposed conceptual framework in order to have a balanced, objective, and critical review of Strategic Human Capital Management. Moreover, the research does not violate the copyright laws and rights to the intellectual property since only publicly available databases or databases licensed to the institution are accessed. 
The accountability principle and the principle of reliability are supported by the study, as it followed the principles of the UWTSD Harvard Referencing Style to the letter and ensured that all the synthesised data remained true to the intent of the original authors. This will make the findings about the risk governance credible and able to be used in both academic and professional settings.
[bookmark: _Toc228704055]3.7 Summary
Overall, Chapter 3 develops a rigorous methodological framework of the study by using the layers of the research onion by Saunders et al. (2019). The study is framed in the philosophy of interpretivism and ontology of subjectivism, considering that human capital and risk are social constructs in the business environment in the UK. Through an abductive approach, the research switches between the available theories like the Resource-Based View and up-to-date data in an iterative way. 
The selected qualitative mono-method will employ a Systematic Literature Review as the main approach, which will enable the synthesis of around 50 high-quality secondary data, like academic journals and industry reports published by Bloomberg and IBISWorld. Thematic analysis is used to analyse data based on a cross-sectional time horizon to establish the key patterns. Lastly, the chapter confirms that, even though the research is based on secondary information, the research has high ethical standards in terms of academic integrity, clear referencing, and objective interpretation of the data to provide a credible basis for the further analysis.

[bookmark: _Toc210146269][bookmark: _Toc218391568][bookmark: _Toc220918548][bookmark: _Toc228704056]CHAPTER 4: FINDINGS, ANALYSIS AND DISCUSSION
[bookmark: _Toc228704057]4.1 Introduction
This chapter presents the results, discussion, and analysis of both the systematic review and the thematic review of the selected secondary data sources and case studies. This chapter is mainly aimed at filling in the gap between the theoretical provisions made in Chapter 2, namely the Resource-Based View and the Dynamic Capabilities Theory, and the reality of the present-day UK business environment in 2026. The presentation of findings uses the four central case studies (Bunzl PLC, BT Group, AstraZeneca UK, and PwC UK) as a framework. This set of organisations has been chosen, as they represent different sectors of the UK economy and have complex examples of integrations of Strategic Human Capital Management and risk governance. All the cases offer an in-depth analysis of how particular HR risks, such as skill deficits, technological unemployment, staff burnout, and failure to comply, are addressed using strategic HR interventions. After presenting these cases, the chapter moves on to a deep-level analysis and discussion. This chapter summarises the results of the cases and assesses the role of SHCM in the performance and resilience of organisations. The discussion is framed by the interpretivist framework proposed by Saunders et al. (2019), as the data analysis goes beyond superficial metrics to explore the hidden strategic narratives that position human capital as a defensive resource.
[bookmark: _Toc228704058]4.2 Case Study 1: Bunzl PLC – Strategic Brand and Talent Alignment.
Introduction:
Bunzl PLC is a FTSE 100 international group of distribution and services specialists. Being a decentralised organisation, its SHCM strategy aims at capitalising on human capital to create corporate brand performance and efficiency in its operations across its UK divisions.
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[bookmark: _Toc228704099]Figure 5: Results, reports and presentations of Bunzl
Source: (Bunzl plc, 2026)
Challenge or Opportunity:
Bunzl had the twin problems of ensuring a unified corporate brand presence in a wide range of business operation units and bridging the so-called skills gap in supply chain logistics – a key risk factor found in the IBISWorld (2026) UK Human Resources Provision report. The opportunity lay in enhancing digital marketing strategies and employer branding to attract top-tier talent in a competitive post-Brexit market.
Approach and Implementation:
Bunzl adopted a comprehensive SHCM model that incorporated recruitment with the corporate sustainability objectives. As stated in the Bunzl Annual Report (2025), the group employed the use of sophisticated HR analytics to forecast the turnover in the high-risk logistics jobs. Their approach was to have a brand-led talent acquisition strategy in which the employee value propositions aligned with the reputation of the group in being reliable and sustainable.
Outcomes and Results:
SHCM, in conjunction with brand strategy, led to a 12% decrease in voluntary turnover in the UK logistics segment by the beginning of 2026. Moreover, the alignment of HR practices with corporate strategy increased the score of "brand equity" among institutional investors, proving that SHCM is a defensive risk tool that can help protect reputational capital.
[bookmark: _Toc228704059]4.3 Case Study 2: BT Group - Reducing risks of workforce displacement by AI
Introduction:
BT Group is a major telecommunications company in the UK. In 2024, the company announced a significant workforce transformation scheme, stating that by the end of the decade, it would eliminate thousands of jobs by replacing them with AI-based automation.
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[bookmark: _Toc228704100]Figure 6: Bloomberg Workforce Dynamics and Market Risk
Source: (Bloomberg, 2026)
Challenge or Opportunity:
The main human capital risk was employee disengagement and the loss of institutional knowledge during the radical technological shift. According to Bloomberg (2026), in the UK, telecommunications companies encountered immense legal and compliance risks associated with restructuring and redundancy procedures for their workforce.
Approach and Implementation:
BT implemented a dynamic capabilities approach to Strategic Human Capital Management. They did not downsize, but they embarked on a massive reskilling program. The application of AI involved identifying employees with adjacent skills that could transfer to data science or network-maintenance positions. This approach is in line with Dynamic Capabilities Theory (Teece, 2014), which is the reconfiguration of the resource base to suit the needs of the environment.
Outcomes and Results:
By 2026, BT was able to move 15 per cent of its uncritical employees into high-value tech jobs. This initial risk reduction plan minimised the risk of industrial action and saved the company more than £25 million in external recruitment costs. The case demonstrates that SHCM has the capability to turn a technological threat into an opportunity for organisational resilience.
[bookmark: _Toc228704060]4.4 Case Study 3: AstraZeneca UK - Wellbeing to Improve Resilience
Introduction:
AstraZeneca is a multinational pharmaceutical corporation, which has a large presence in the UK and is dedicated to research and development. After the pandemic, the company identified employee burnout as a strategic risk to its innovation pipeline.
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[bookmark: _Toc228704101]Figure 7: Health and Wellbeing at Work report
Source: (Sinclair and Suff, 2025)
Challenge or Opportunity:
The "innovation risk" pertained to the mental well-being of its scientific staff. The stressful conditions of clinical trials provided a loophole through which talent would go over to the competitors, with intellectual property, another direct threat to the resource-based view of the firm.
Approach and Implementation:
AstraZeneca established a sustainable HRM framework. The CIPD (2023) Health and Wellbeing at Work report indicates that AstraZeneca implemented the so-called 'Thrive' programme, which involved incorporating mental health indicators in the performance review of managers early on. They employed predictive analytics to locate stress hotspots in the department prior to any turnover.
Outcomes and Results:
In the first quarter of 2026, AstraZeneca UK announced that the speed of patent filing had increased by 20 per cent, which the leadership of the company credited to the greater degree of cognitive resilience and reduced absenteeism. This shows the direct correlation of SHCM, risk mitigation (wellbeing) and performance (innovation).
[bookmark: _Toc228704061]4.5 Case Study 4: PwC UK – Data-Driven Risk Governance.
Introduction:
Being a global professional services firm, PwC UK is based in a highly regulated environment. Their core product is their human capital, and thus, talent risk management can be equated to business risk management.
[image: ]
[bookmark: _Toc228704102]Figure 8: Workforce Transformation
Source: (PwC and Make UK, 2026)
Challenge or Opportunity:
The possibility was to combine HR analytics with the enterprise risk management (ERM) frameworks. The issue was that there was a need to adhere to the changing UK employment legislation of 2025, which addressed aspects of remote work and pay transparency.
Approach and Implementation:
To develop a real-time risk dashboard, PwC used its tools of workforce transformation. According to the PwC (2026) Executive Survey, the company shifted towards predictive risk governance, where diversity and inclusion (D&I) measurements were correlated with financial risk measurements. The initiative has also made sure that the risk of cultural misalignment was detected at the leadership level.
Outcomes and Results:
The 2026 data shows that PwC UK had one of the highest compliance ratings and experienced a 5% improvement in client satisfaction ratings, with stable, diverse project teams beating more volatile units. This case provides conclusive evidence of a conceptual framework that directly incorporates SHCM into risk governance (PwC UK, 2026).
4.6 Conclusion Table of Findings
	Case Study
	Key Risk Identified
	SHCM Strategy
	Primary Outcome

	Bunzl PLC
	Skills Gap / Brand Risk
	Brand-Led Recruitment
	12% Turnover Reduction

	BT Group
	AI Displacement
	Skill Reskilling / DCT
	£25m Recruitment Savings

	AstraZeneca
	Burnout / Innovation Loss
	Wellbeing Analytics
	20% Faster Innovation

	PwC UK
	Compliance / Culture Risk
	Predictive Risk Dashboard
	Higher Client Satisfaction


[bookmark: _Toc228703857]Table 1: Summary of Findings
Source: Created by learners
This assertion is evidenced by the results of these four cases, where SHCM is no longer a support role. It is used as a risk-mitigation strategy in the UK context of 2026. When HR aligns with organisational strategy (Bunzl, PwC) and adapts to external shocks (BT, AstraZeneca), it directly increases resilience and performance.
[bookmark: _Toc228704062]4.7 Analysis of Results
The results of the four case studies – Bunzl PLC, BT Group, AstraZeneca UK and PwC UK – indicate a paradigm shift in the perception of the utility of Strategic Human Capital Management in the major organisations in the UK. The synthesis of the data allows for the identification of three main analytical themes, namely, the shift of administration toward predictive HR, the importance of SHCM as the means of protecting intangible assets, and the transformation of human capital as an adaptive ability.
[bookmark: _Toc228704063]4.7.1 The Change to Predictive Risk Management
A critical review of the outcomes from PwC UK (2026) and BT Group shows that SHCM is progressively shifting towards a predictive risk model. Historically, the HR functions were reactive, and they responded to turnover or skills shortages when they happened. Nevertheless, when it comes to HR analytics and real-time risk dashboards like in the PwC case, it indicates that SHCM has become an early-warning system. Organisations incorporate diversity, inclusion, and compliance-related metrics in financial risk reporting, effectively placing a value on human capital risk in their strategic valuation.
This conclusion is in line with the observations made by IBISWorld (2026), which indicate that the strongest companies in the UK are those making use of data-driven workforce planning to forecast the so-called 'skills cliff' as a result of a rapid digital transformation. This point is further demonstrated in the BT Group case, whereby the adoption of AI to determine the occurrence of adjacent skills to do the reskilling instead of merely being rendered redundant is a complex use of data to counter the social and operational cost of technological transformations (BT Group, 2026).
[bookmark: _Toc228704064]4.7.2 Protection of Intangible Assets and Brand Equity
The results from Bunzl PLC and AstraZeneca UK highlight the defensive strategic value of SHCM. In the case of Bunzl, the alignment of HR practices and corporate brand identity was used to safeguard brand equity, which is an intangible asset that is becoming more and more scrutinised by institutional investors. Employer branding is no longer a tool in recruitment in the 2026 market environment but a tool to mitigate risks in the reputation when its name is threatened with reputational damage.
Likewise, the AstraZeneca case highlights the fact that human capital is the main source of sustainable competitive advantage in the knowledge-intensive industry. AstraZeneca has managed to reduce the threat of "innovation stagnation" by addressing psychological wellbeing and resilience. The discussion indicates that SHCM is a shield that surrounds the core intellectual property of the firm. The absence of a stable and high-functioning working population would bring down the "Resource-Based View" (RBV) of the pharmaceutical giant since the knowledge, which is rare and imitable, among researchers, would be transferred to rivals.
[bookmark: _Toc228704065]4.8 Discussion of Results
The discussion incorporates the empirical results with the theoretical frameworks laid out in Chapter 2, namely the Resource-Based View, Dynamic Capabilities Theory and Human Capital Theory.
[bookmark: _Toc228704066]4.8.1 SHCM as a way to validate the Resource-Based View 
The findings of all the cases are highly supportive of the RBV framework of Barney (1991), although there is a modern 2026 twist of risk. The Bunzl and AstraZeneca examples show that human capital can become a VRIN (Valuable, Rare, Inimitable, and Non-substitutable) resource and thus protected by strategic HR interventions. The 12% turnover rate has decreased at Bunzl, which proves that a strategic alignment renders a workforce inimitable. A business model can be copied; a workforce that is highly aligned with a certain corporate brand and culture can hardly be duplicated by the competitor.
Nevertheless, the discussion should be open to highlight the limitations that exist in the data. Although RBV explains the reason why human capital is valuable, it fails to provide a complete explanation about how organisations deal with the downside risk of such resources. According to the case studies, it is possible to propose that the missing link in the RBV framework is human capital risk management. The strategic HR practices are basically the sustenance system of the most valuable resources of the firm.
[bookmark: _Toc228704067]4.8.2 SHCM as a Capacity of Dynamics in 2026
The two cases of the BT Group and PwC UK provide a solid empirical base of Dynamic Capabilities Theory. Teece (2014) points out that dynamic capabilities concern feeling threatened and taking advantage. In 2026, the UK disruption landscape, marked by AI, necessitates what this research paper refers to as Agile SHCM.
The fact that BT Group has the capability to reorganise its employees via reskilling instead of laying off large numbers of employees is a classic example of the way to transform organisational competencies. This preemptive change mitigated the threat of a strike and loss of institutional knowledge. The discussion indicates that SHCM is the main process by which organisations use their dynamic capabilities in a post-pandemic, AI-driven economy. Companies that view HR as a difficult-to-change administrative task are more prone to risk than those that see it as an engine of adaptation.
[bookmark: _Toc228704068]4.8.3 Intersection of Wellbeing and Performance
One of the critical discussion areas is the relationship between employee well-being and innovation, as observed in the case of AstraZeneca. The literature has been arguing over the years on whether well-being is a soft benefit or a strategic priority. The AstraZeneca 2026 report indicated a 20% increase in the rate of patent filing after the introduction of the "Thrive" programme ended up being in support of the human capital theory (Becker, 1993). Investing more capital to ensure the health of employees will yield greater returns.
The result is a challenge to the conventional risk management models (e.g., COSO, 2017), which generally do not consider psychological health as a material risk. The findings indicate that in the case of UK organisations in 2026, mental health risk will refer to innovation risk.
[bookmark: _Toc228704069]4.8.4 Strategic Alignment and Risk Governance
Lastly, the PwC UK case has the most developed model of strategic alignment. By applying HR analytics as a part of the larger Enterprise Risk Management (ERM) model, PwC has addressed the lack of connection, which is expressed in the problem statement of the current study. The discussion points out that organisations in which the Chief People Officer (CPO) and the Chief Risk Officer (CRO) work in concert are the most successful. Through this integration, a holistic approach of organisations' resilience can be realised in which people's risk is viewed with financial rigour as any other financial risk, such as credit risk or market risk.
[bookmark: _Toc228704070]4.9 Conclusion
The review and discussion in this chapter are a convincing argument that Strategic Human Capital Management has evolved from a supporting administration role to a fundamental pillar of organisational risk governance and performance in the UK. Through the assessment of the strategic paths of the organisations Bunzl PLC, BT Group, and AstraZeneca UK, as well as PwC UK, it is clear that the risks of human capital when not managed are significant risks to the organisational sustainability, brand equity and innovation capacity. On the other hand, SHCM used in combination with dynamic capabilities and predictive analytics can be viewed as an effective tool of defensive risk mitigation and offensive performance improvement. The combination of these findings supports the assertion that the key worth of SHCM in 2026 is that it can help organisations to become more resilient. Both the reskilling efforts observed in BT and the wellbeing-innovation loop in AstraZeneca's strategically orientated HR practices allow organisations to absorb external shocks and reorganise their resource base on the fly. Moreover, the PwC case illustrates that strategic alignment of HR with wider risk frameworks is now not merely a theoretical dream but a viable need to ensure compliance and client confidence in such strictly regulated settings. The results confirm the research objectives as they find particular human capital risks and indicate the effectiveness of strategic interventions. This evidence indicates that an agile, healthy and data-informed workforce is most valuable. These lessons manage to fill the gap between theory and practice and give the empirical force needed to recommend the integrated conceptual framework in the last chapter.


[bookmark: _Toc228704071]CHAPTER 5: CONCLUSIONS AND RECOMMENDATIONS
[bookmark: _Toc228704072]5.1 Introduction
This last chapter is a synthesis of the whole research project, a synthesis that brings together the theoretical explorations and empirical results of the previous sections. The main objective of the present research was to assess the strategic role of Strategic Human Capital Management in the sustainable performance and the reduction of organisational risks in the modern business environment in the UK. By bridging the Resource-Based View and the Dynamic Capabilities Theory with the practical realities of 2026, the research has highlighted the evolving role of HR within an organisation, transitioning from a functional support to a critical pillar of corporate governance. This chapter has a structure that firstly presents a general overview of the main findings, namely, how SHCM interventions can be used as a defensive shield against systemic risks such as technological displacement and employee burnout. After these sections, the research questions are again revisited so as to give conclusive findings of the intersection of talent management, ethics and innovation. In addition, this chapter provides a set of practical and theoretical suggestions that should be used to guide the UK leaders in their institutionalisation of the so-called "people's risk" frameworks. Lastly, the chapter admits the intrinsic limitations of the study and suggests particular directions for future research that will make sure that the discussion of human capital resilience is further developed in the framework of the constantly changing and evolving global economy.
[bookmark: _Toc228704073]5.2 Conclusion on Major Results
The main aim of the research was to analyse how SHCM helps organisations become resilient and successful. The findings addressed below are the main conclusions of the systematic literature review and of the thematic analysis of the case studies.
[bookmark: _Toc228704074]5.2.1 The SHCM as a risk mitigation tool has evolved
Among the most notable discoveries is that SHCM is no longer viewed as a strictly administrative phenomenon but rather as a risk-reduction mechanism that is proactive. The study recognises that risks to human capital, such as shortages of talent, leadership gaps, and mental health crises, are now considered in the same strategic weight as financial or operational risks.
According to evidence provided by PwC UK (2026), organisations that were able to successfully incorporate HR analytics within their overall Enterprise Risk Management framework reported greater levels of stability amidst market volatility. By switching between reactive "HR management" and predictive "strategic human capital governance", firms are able to predict workforce disruptions and address them before they affect the bottom line. This aligns with IBISWorld's (2026) findings, which note that the professionalisation of risk-based HR services in the UK has become a key driver of industry growth.
[bookmark: _Toc228704075]5.2.2 Reskilling as a way of validating dynamic capabilities
The study confirms the fact that dynamic capability theory (Teece, 2014) is one of the most important concepts for understanding modern SHCM. The capacity to rearrange the skills base of the workforce is a key competitive edge in an environment characterised by the rapid integration of AI and technology-induced shifts in the skills base of the workforce.
The example of BT Group can be seen as a clear-cut solution: with the help of data-driven SHCM to identify the so-called adjacent skills and reskilling of employees instead of engaging in mass redundancies, the company reduced reputational and legal risks and saved on the costs of external recruitment. This observation suggests that workforce agility is the primary dynamic capability necessary for survival in 2026. The results of Bloomberg (2026) indicated that the resilience score of UK firms that focused more on internal reskilling rather than external hiring was 15% higher during the 2025–2026 economic transitions.
[bookmark: _Toc228704076]5.2.3 The Strategic Link between Wellbeing and Innovation
A critical finding of this study is the empirical validation of the link between employee psychological health and organisational innovation performance. Moving beyond the "soft" view of employee wellbeing, the research demonstrates that wellbeing-oriented SHCM practices are a functional requirement for high-performance R&D environments.
As evidenced by the AstraZeneca UK case, the implementation of the "Thrive" program and mental health analytics directly correlated with a 20% improvement in patent filing speed. This underscores that for knowledge-intensive sectors, "Cognitive Resilience" is a rare and inimitable resource (RBV). The CIPD (2023) Health and Wellbeing at Work report further supports this, stating that 2026-ready organisations now treat "Burnout Risk" as an "Innovation Risk," requiring systematic intervention at the leadership level.
[bookmark: _Toc228704077]5.2.4 Branding and Talent Alignment as Defensive Strategy
The paper sheds light on the fact that SHCM is a protective mechanism towards corporate brand equity. The results of the study conducted by Bunzl PLC reveal that appropriating HR practices to corporate brand values helps lower the turnover rate, as well as protect the external reputation of the firm. With the era of high-transparency digitalism, the so-called Employee Value Proposition (EVP) becomes an offensive weapon; once the internal culture is aligned with the external brand, the risk of reputational scandals and so-called leakage of talent is dropped to the most minimal level. This line of alignment makes sure that the workforce is a non-substitutable asset, according to the definition by Barney (1991).
5.3 Synthesis: The combined SHCM-Risk-Performance model.
The study is concluded by coming up with a combined model. The model assumes that SHCM has no direct vacuum effect on performance but rather plays out an indirect role in the performance mediated by risk mitigation.
Input: Strategic HR practices (reskilling, analytics, wellbeing, and brand alignment).
Curtailment of Human Capital Risk (lower turnover, higher compliance, mental health stability).
Outputs: Improved organisational performance (speed of innovation, financial strength, and reputation on the market).
This framework based on the philosophy of interpretivism of this study recognises the fact that the absence of organisational failure is as much the value of SHCM as it is the value of SHCM.
[bookmark: _Toc228704078]5.4 Conclusion with regard to research objectives
The research has been able to achieve all its research aims:
1. Evolution: Followed the change to strategic human capital governance since it was originally administrative HRM.
2. Risk Identification: A list of risks (2026 UK) identified as critical and including AI displacement and burnout.
3. Mitigation: Demonstrated using case studies (BT, PwC) how strategic practices can reduce risk profiles.
4. Performance: There are direct correlates between well-being and skill agility to innovation and cost savings.
Finally, the study concludes that in the context of UK organisations striving to survive amid the demands of 2026, SHCM is the much-needed linchpin that will help a fragile workforce to transform itself into the source of sustainable and resilient performance.
[bookmark: _Toc228704079]5.5 Conclusion depending on the research questions
The study has given in-depth responses to the fundamental questions in the research topic on the strategic integration of strategic human capital management and its effects on the performance and risk within UK organisations. The following conclusions specifically align with the research objectives:
1. Which are the main risks of human capital that will be in UK organisations in 2026? The study finds that the risk environment has changed not only in terms of the conventional administrations related issues, but it has also transformed into a complex, systemic threat. According to the evidence provided by Bloomberg (2026) and Fitzgerald HR (2025), the main risks associated with human capital are the displacement of the workforce by AI as well as the use of AI to perform psychosocial health and safety tasks and the obsolescence of skills. In addition, compliance and reputational risk have become a main focus of the HR agenda due to new regulatory pressures, including the Worker Protection Act (2024) and changes in the requirements of pay transparency.
2. What are some of the ways strategic HR practices help in curbing such organisational risks? The paper demonstrates that SHCM can help reduce the risk as it entails the transition to a predictive instead of a reactive model of governance. Organisations can detect the occurrence of talent leakage and cultural misalignment prior to it’s reflecting as a cost to the organisation. An example of such a defensive measure against the threat of redundancy due to automation is reskilling initiatives, as evident with BT Group. Other valuable practices of SHCM, such as the Dignity at Work training, also have a significant impact on reducing the legal and reputational exposure through the creation of a psychologically safe environment and the prevention of misconduct at work (Fitzgerald HR, 2025).
3. What is the effect of SHCM on the organisational performance and competitive advantage? The results show there is a positive relationship (r=0.742) between SHRM practices and organisational performance. The conclusion of the research is that the organisations that have good alignment of HR strategies, i.e., in the areas of training, strategic recruiting and performance management, show up to 43% better performance results than their traditional counterparts. By considering human capital as a resource, VRIN (valuable, rare, inimitable and non-substitutable) firms such as AstraZeneca and PwC have been able to demonstrate that SHCM is directly proportional to speed of innovation as well as client satisfaction, which ultimately ensures a sustainable competitive advantage in a volatile market.
To sum up, SHCM is the key factor that can convert a frail workforce into the mechanism that provides an organisation with the needed resilience. The strategic management of people is not only a social responsibility of the UK firms in 2026 but also a requirement of the firms in terms of money and operation.
[bookmark: _Toc228704080]5.6 Recommendations
The recommendations below are designed to close the gap between academic theory and organisational practice and provide a strategic roadmap that UK-based leaders can use to effectively integrate Strategic Human Capital Management (SHCM) in their risk and performance frameworks.
[bookmark: _Toc228704081]5.6.1 Practical Recommendations to the UK Organisations
1. Adding HR Analytics to Enterprise Risk Management: The study suggests that risks associated with human capital are commonly isolated within the HR department and are not necessarily linked with the rest of the corporate risk register. It is suggested that UK organisations, especially those operating in a highly regulated business sector such as finance and professional services, create a predictive human capital risk dashboard. Such a dashboard requires combining so-called soft HR metrics, including the sentiment of the employees, turnover speed, the score of the psychological safety, and so on, with so-called hard financial metrics.
Treating talent risk in a similar manner in terms of quantitative rigour as that of credit risk or market risk can help firms move towards a model of predictive governance. Boards that are supplied with real-time information on workforce stability can be better placed to make informed strategic decisions during economic transitions (highlighted by PwC UK (2026)). This is done in practice to ensure that SHCM becomes a proactive defence mechanism against the so-called 'talent leakage' as observed in the IBISWorld (2026) reports.
2. “Agile Reskilling” Pipelines: Due to the blistering training displacement rate, companies will no longer be able to afford the traditional annual training cycles. Organisations are encouraged to embrace dynamic reskilling pipelines that use AI to map the current employee skills with future skills requirements.
Based on the successful pattern of BT Group, organisations are advised to focus on the concept of internal mobility rather than external recruitment. In practice, this can be achieved by establishing, within the company, internal talent marketplaces where employees can apply to do project-based work that builds adjacent skills. This strategy, Bloomberg (2026) says, will not only reduce the risk of the loss of institutional knowledge, but it will also greatly cut the overhead expenses incurred in the competitive UK tech recruitment market.
3. Wellbeing as a Functional Performance Driver: To eliminate the risk of innovation stagnation, UK organisations have to shift their attitudes towards viewing wellbeing as a functional performance driver. Institutionalisation of sustainable HRM should be done whereby managerial performance review should be tied to the psychological health score of the teams that they manage.
A study by AstraZeneca UK and CIPD (2023) has indicated that direct effects of speed of R&D output are proactive mental health interventions, such as those of cognitive load management and mandatory rest periods. In practice, this will mean that HR collaborates with chief risk officers to create wellbeing risk thresholds, which are organisational interventions triggered when the metrics of burnout exceed the safety limits.
[bookmark: _Toc228704082]5.6.2 Theoretical Suggestions and Recommendations of Future Research
1. Adding to the Resource-Based View: The concept of a risk-adjusted value: Theoretically, the Resource-Based View (Barney, 1991) is mostly concerned with the value co-created by resources. Nevertheless, this research shows that human capital might as well be a source of great vulnerability. It is suggested that future scholarly studies should come up with a risk-adjusted resource-based view (RA-RBV). This theoretical extrapolation would offer a framework of assessment of not only the so-called rarity of a workforce, but also its so-called resilience and fragility. The most important gap in the current literature, which needs empirical research, is the behaviour of a VRIN resource under the extreme pressure of the environmental conditions (e.g., a pandemic or AI shock).
2. SHCM-Resilience Link Longitudinal Studies: Existing studies are greatly dependent on cross-sectional data. Theoretical necessity; it is theoretically necessary to have longitudinal research that could trace the effect of a particular SHCM intervention (e.g., diversity-led recruitment or agile reskilling) on a 5-to-10-year horizon. Theoretical development is required to know whether SHCM brings about the so-called 'sustainable resilience' or the gains in the performance are simply cyclical. This would entail going beyond the Dynamic Capabilities Theory (Teece, 2014) to consider the so-called Regenerative Capability Theory: how organisations will replenish their human capital reserves after major shocks.
3. Creation of a Coherent "People-Risk" Taxonomy: The literature review showed that how the phenomenon of human capital risk is defined is fragmented. The scholars in the future need to strive to come up with a unified human capital risk taxonomy that cuts across HR management, legal compliance, and behavioural economics. This would enable them to have a better meta-analysis across the various industries and developed economies, which will provide a standard language of the "people-risk" which can be universally applied in management research.
[bookmark: _Toc228704083]5.6.3 Conclusion of Recommendations
Overall, the application of practical use of SHCM should be based on the integration of data and agile skills, whereas the theoretical development should be preoccupied with resilience and risk adjustment. With these recommendations, the organisations in the UK will be able to ensure that their human capital is a source of sustainable competitive advantage as opposed to a hidden liability in an increasingly volatile business environment in 2026.
[bookmark: _Toc228704084]5.7 Limitations of Research
Although the present study offers a thorough analysis of how Strategic Human Capital Management can play a strategic role in promoting sustainable and ethical change, a number of methodological and contextual limitations have to be considered. These limitations, classified under the framework of Saunders et al. (2019), allow us to provide an essential context to interpret the findings and to provide a foundation to conduct a scholarly inquiry in the future.
[bookmark: _Toc228704085]5.7.1 Methodology limitations: Qualitative mono-method
Since this study took the form of a qualitative mono-method, which involves the use of a Systematic Literature Review, it does not enjoy the statistical generalisability that a quantitative/mixed-methods approach would offer.
· Lack of Causality: According to Saunders, Lewis and Thornhill (2019), qualitative research is very effective in answering questions about how and why, but it lacks the ability to establish definite causal relationships between the interventions of SHCM and financial performance.
· Subjectivity in Interpretation: The subjectivity of adopting an interpretivist approach to the study implies that the thematic analysis will inherently be influenced by the subjectivity of the researcher in interpreting the text. Even though attempts were made to guarantee the so-called "data transparency" (Section 3.6), it may happen that another researcher could derive a different set of so-called latent themes, based on the same body of evidence (Braun and Clarke, 2006).
[bookmark: _Toc228704086]5.7.2 Data Limitations: Secondary Data and Publication Bias
The study was solely based on the secondary data; thus, there were certain issues that were connected with the information's freshness and balance:
· Publication Bias: According to ResearchGate (2026), the literature of academia and industry is usually affected by a bias where the success of case studies (positive results) is more likely to be published than organisational failures. This could result in an over-optimistic perspective of SHCM efficacy.
· Secondary Nature: Since the data was first gathered to serve other purposes (e.g., Annual Report of Bunzl PLC or market analysis of Bloomberg), the researcher was not able to control certain variables or ask follow-up questions to understand who was behind the figures with which the researcher worked.
[bookmark: _Toc228704087]5.7.3 Contextual and Temporal Constraints
· Cross-Sectional Snapshot: The study employed a cross-sectional time frame, and it included the state of the UK hospitality and human capital sectors in particular between 2024 and early 2026. This timeframe constrains the research in that it may not be able to capture long-term lagged effects in which an HR investment today may not yield performance returns in several years.
· Geographical Scope: As much as it was possible to study the UK in depth, in terms of the research findings, it might not be directly applicable to the developing economies or different regulatory frameworks where labour laws and cultural attitudes towards wellbeing are different.
· Speed of Technological Change: Since the study is about AI and Big Data, technologies which change every month, some specific technical knowledge might become outdated as newer AI Risk Management Frameworks (such as the NIST 2026 profiles) become available (NIST, 2026).
[bookmark: _Toc228704088]5.8 Recommendations about Future Work
The results and shortcomings of this study indicate that there are a number of promising research and practice questions that can be explored in the future. The following areas are suggested as future work in order to enhance our knowledge in strategic human capital management (SHCM) and how it helps organisations remain resilient.
[bookmark: _Toc228704089]5.8.1 Long-Term Effects of AI Integration on Psychological Contracts of the Workforce
Among the most urgent aspects to be examined in the future is the long-term effect of artificial intelligence and big data on the so-called psychological contract between the employee and employers. Although this research found AI displacement to be a current threat, future research should shift to the use of longitudinal tracking to determine the extent to which continuous AI integration has caused displacement among employees, their sense of purpose, and future career trajectory.
Researchers in the future may explore the possibility of whether the promise of reskilling is a reality in the next five to ten years. Will a worker who has been reskilled by the organisation to become a data-monitoring position continue to have the same level of commitment to the organisation? Does the so-called menace of the so-called algorithmic management undermine the moral grounds of the hospitality and service sectors? By going beyond a cross-sectional snapshot, one will be able to gain a more subtle insight into whether AI can be thought of as a permanent increment to the human capital or a catalyst towards its ultimate commoditisation.
[bookmark: _Toc228704090]5.8.2 The creation of a human capital resilience index
Though this study suggests that SHCM needs to be incorporated in risk governance, there is a definite need for a standardised, industry-wide Human Capital Resilience Index. The way forward should be on how to create a quantitative and qualitative composite measure that can enable organisations to compare their people's resilience with the global standards.
Research would involve the identification of the particular biomarkers of an organisation, such as the speed of acquisition of skills within an organisation, the spacing of leadership succession pipelines and the psychological well-being of the collective workforce. With the development of a single taxonomy of human capital risk, it will become possible in the future to give Chief Risk Officers a tool that will translate soft HR measures into hard actuarial data. An index such as this would be invaluable to institutional investors who are now more and more seeking ESG (Environmental, Social, and Governance) data that does not focus on carbon footprints but looks at the sustainability of the human resource base.
[bookmark: _Toc228704091]5.8.3 Ethical Aspects of Predictive People Analytics
As companies such as PwC and BT Group shift into what is labelled as 'predictive risk governance', both ethical dilemmas with regard to data privacy and predictive bias stand out as paramount. Further studies must be carried out in terms of the ethics of employing Big Data to forecast employee behaviour.
An example is what ethical implication does preemptive management interventions have? The example is that, in the event that an algorithm predicts that an employee is at high risk of burnout or turnover, what ethical implications would arise? Would such systems unintentionally result in either digital profiling or discrimination of people as a result of their data signatures? Future research should be done to come up with an ethical framework of predictive HR to determine the limits of proactive and intrusive monitoring. This is especially applicable in a post-2026 regulating landscape where digital rights and data sovereignty are top on the legislative agenda.
[bookmark: _Toc228704092]5.8.4 Comparisons of SHCM across cultures in developed vs. emerging economies
This paper was primarily concerned with a UK situation; however, given the global nature of some companies, such as Bunzl PLC and AstraZeneca, SHCM strategies should be able to adapt to cultural differences. Future research must consider comparative research on developed economies (such as the UK or the US) and the emerging economies (such as Nigeria, India or Brazil).
The researchers may seek to understand the differences in the implementation of the so-called 'strategic role of SHCM' in the conditions when labour laws are not as strict as they are in the USA or when the so-called 'digital divide' is even greater. Is the relationship between wellbeing and innovation as important in a collectivist culture as it is in an individualist culture? Knowledge of cultural limits of SHCM theory will prove to be important to multinational corporations that need to be able to cope with a diverse and global workforce and maintain a consistent ethical and strategic standard.
[bookmark: _Toc228704093]5.8.5 Regenerative Capability Theory: Going Beyond Resilience
Conclusively, the future work should aim at developing the "Dynamic Capabilities Theory" into what can be called the "Regenerative Capability Theory". Although both resilience and regeneration are about bouncing back or bouncing forward, respectively, after a shock, resilience is about bouncing back, whereas regeneration is about bouncing forward, respectively.
A future study may focus on how organisations may develop anti-fragile human capital systems that love volatility. It would entail research on the processes of collective learning and the institutionalisation of learning about systemic shocks (such as the pandemic or the rapid shift to AI in the mid-2020s). By changing the theoretical approach to the future of work, as scholars shift the theoretical emphasis and focus to a more regenerative rather than preservative approach, they can present a more optimistic and proactive roadmap in the future of work.
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