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ABSTRACT

This paper examines how strategic human resource management (SHRM) can support
competitive positioning in Uzbekistan’s banking sector through a case-based analysis of
Kapitalbank. It presents a retrospective analysis conducted in 2024 and interprets its findings
through an HRM-focused lens. The analysis applied Porter’s Five Forces, the VRIO framework,
value-chain analysis, Porter’s generic strategies, and the Ansoff matrix. Its Five Forces
assessment rated competitive rivalry as very high (4.6), buyer power as medium (3.3), the
threat of new entrants as moderate (3.2), supplier power as low (1.25), and the threat of
substitutes as low (1.3). It also identified digital service channels, online queue booking,
employee systems and staff-development arrangements as capabilities or areas relevant to
competitive positioning. This paper argues that such resources create value only when
supported by employees with appropriate digital, service and problem-solving capabilities. It
recommends aligning recruitment and employer branding, frontline training, employee
retention, workforce planning and digital change management with a differentiation-oriented
strategy. The analysis is exploratory: it does not use a new survey or interview dataset and
should be understood as a historical case assessment based on information available in 2024,
not as a statement about Kapitalbank’s current position.
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INTRODUCTION

Commercial banks compete through service quality, trust, convenience, product design and the
effective use of digital channels. Although technology and financial resources are important,
their strategic value depends partly on employees’ ability to implement change, solve customer
problems and maintain reliable service. Strategic human resource management links people-
management decisions to the organisation’s competitive priorities rather than treating
recruitment, training and employee administration as isolated activities (Schuler and
MacMillan, 1984; Schuler and Jackson, 1987).

Porter’s Five Forces framework provides a way to assess the competitive pressures affecting
an industry, including rivalry among existing firms, buyer power, supplier power, the threat of
new entrants and the threat of substitutes (Porter, 1979). However, an external analysis alone
does not explain how a particular organisation can respond. A complementary HRM
perspective considers whether the organisation can attract, develop and retain the workforce

required to deliver its strategy.
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This paper presents a 2024 case analysis of Kapitalbank, retaining the strategic frameworks
and ratings recorded in that analysis while interpreting their implications for HRM. It addresses
the following question: how can SHRM help Kapitalbank support competitive differentiation in
a banking environment characterised by strong rivalry and digital change? Its contribution is
practical and contextual: it connects a 2024 strategic analysis to workforce priorities without
presenting new empirical findings.

2. Method and scope

The study uses a qualitative, single-case analytical approach based on a strategic analysis of
Kapitalbank conducted in 2024. The analysis examined the bank through five strategic tools:
Porter’s Five Forces, VRIO, value-chain analysis, Porter’s generic strategies and the Ansoff
matrix. It drew on academic literature, public online material available at the time and
observations informed by the author’s professional experience.

This paper provides a retrospective synthesis of the 2024 analysis. It does not claim to have
conducted new interviews, surveys, experiments or statistical testing. The numerical ratings
reported below are those recorded in the original analysis; they are not independently
recalculated market indicators. Because the underlying sources and market information largely
date from 2023-2024, the results describe the analytical context of that period and should not
be treated as an up-to-date evaluation of the bank.

A further limitation is that a single case cannot establish that a particular HR practice caused a
competitive outcome. Accordingly, recommendations are presented as implications for
management and as propositions for future research, rather than as proven causal effects.

3. Findings from the 2024 strategic analysis

3.1. Industry pressures: Porter’s Five Forces

The 2024 analysis rated competitive rivalry at 4.6 out of 5, classifying it as very high. Buyer
power was rated 3.3, the threat of new entrants 3.2, supplier power 1.25 and the threat of
substitutes 1.3. Within the logic of the assessment, rivalry was therefore the most salient
competitive pressure, while supplier power and substitutes were assessed as relatively low.
These ratings should be read as an exploratory judgement rather than an objective
measurement of the entire Uzbek banking market. Nevertheless, they offer a useful basis for
considering the workforce implications of competition. Where customers can compare services
and expect convenient transactions, frontline employees’ product knowledge, communication
skills and ability to resolve problems can influence the service experience. Strong rivalry can
also increase the importance of consistent service quality and the speed with which employees
adapt to new processes.

The analysis recommended preparing for new entrants, improving employer branding and the
working environment, strengthening frontline employee training, examining substitutes, and
improving digital customer services, including online queue booking and app-based functions.
Several of these recommendations depend directly on workforce capability and change
adoption, not technology alone.

3.2. Organisational capabilities: VRIO and value-chain implications
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The VRIO analysis considered a range of organisational resources and practices, including
collaborations with young bloggers and actors, online queue booking, decentralisation,
centralised staff administration, smart offices, a marketing strategy referred to in the source
analysis as “Kilos of money”, a Visa Gold card, account reports bearing a director’s signature in
the application, an internship system and an internal staff portal. Selected capabilities were
classified as sustained or temporary competitive advantages, or competitive parity.

For HRM, the important implication is not that every listed resource necessarily creates a
durable advantage. Rather, the VRIO lens raises questions about whether the bank has the
people, routines and organisational support needed to use its resources effectively. An app
feature or queue-management system can be copied; the quality of implementation, customer
support, employee learning and coordination may be harder to reproduce consistently. The
value-chain perspective similarly suggests that HR activities such as recruitment, training,
performance support and internal communication enable customer-facing activities.

The analysis described Kapitalbank’s strategic position as differentiation-oriented rather than
cost-leadership-oriented. If differentiation is the intended direction, HR practices should
reinforce reliability, responsiveness, service knowledge and innovation. Hiring and training
decisions should therefore be linked to the service behaviours and digital skills that customers
experience.

3.3. Growth strategy and HR readiness

The Ansoff analysis considered market-development options, including new branches and
smart offices, participation in a wider business ecosystem and partnerships connected to
vehicle sales. These options may require employees to learn new processes, coordinate across
business units, and explain new products to customers. Growth planning should therefore
include workforce capacity, capability gaps, onboarding and change communication from the
beginning, rather than treating HR readiness as a later operational matter.

4. Discussion: strategic HRM priorities

4.1. Employer branding and retention

The 2024 analysis highlighted employer branding, the working environment and employee
quitting as areas requiring attention. An HR strategy should translate employer branding from
external communication into a credible employee value proposition. Recruitment messages are
more likely to support retention when they are consistent with employees’ actual experience
of management, development opportunities, fairness, workload and working conditions. The
practical priority is to identify the factors that matter to current and prospective employees
and to monitor whether the organisation delivers on its promises.

Retention should be treated as a strategic capability, especially for roles requiring product
knowledge, customer relationships or specialist digital skills. Possible measures include
voluntary turnover, reasons for leaving, time to fill vacancies, internal mobility and employee
engagement. These indicators would help managers distinguish between recruitment-volume
issues and deeper problems involving work design, leadership or development.

4.2. Frontline training and service quality
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The 2024 analysis recommended improving frontline employee training. Training should be
linked to observable service requirements rather than delivered only as a general activity.
Relevant areas may include product and regulatory knowledge, clear customer communication,
complaint handling, digital-service guidance and escalation procedures. Short, role-specific
learning modules and coaching can be combined with periodic checks of service quality.
Training outcomes should be assessed beyond attendance. Useful indicators include knowledge
checks, complaint-resolution time, repeat customer issues, service errors and customer
feedback, interpreted with appropriate context. Such measures would allow the bank to
evaluate whether learning is improving the customer experience.

4.3. Digital capability and change management

The analysis identified online queue booking, smart offices, app-based services and internal
employee systems as strategically relevant. Digital transformation requires employees to
understand both the tools and the reasons for adopting them. HR and operational leaders can
support implementation by involving frontline staff in pilots, providing practical training,
establishing channels for reporting system problems, and communicating process changes
clearly.

Digital adoption should not be measured only by whether a system has been launched.
Management should also consider whether employees can use it confidently, whether
customers receive consistent assistance and whether new workflows create unintended
workload or service bottlenecks. HR can contribute through role redesign, capability mapping,
change communication and feedback mechanisms.

4.4. Workforce planning and sustainable work organisation

The 2024 analysis referred to working hours, lunch breaks and shift arrangements as potential
areas for improvement. These matters are relevant to service reliability and employee
experience. Workforce planning should balance customer access with manageable workloads,
adequate breaks and sufficient staffing at peak periods. A regular review of staffing patterns,
overtime, absence and employee feedback can help identify risks before they affect service
delivery.

A compact HR and service dashboard could combine voluntary turnover, recruitment lead time,
training effectiveness, internal mobility, employee engagement and selected customer-service
indicators. The purpose would be to support evidence-informed decisions, not to reduce
complex employee experiences to a single score.

5. Recommendations

1. Align HR strategy with differentiation. Translate the bank’s intended service positioning
into clear workforce capabilities, role expectations, and development priorities.
2. Strengthen the employee value proposition. Review recruitment messages against

actual employee experience, including career development, leadership, fairness, workload, and
working conditions.

3. Build frontline service capability. Use role-specific training and coaching in product
knowledge, customer communication, complaint handling, and digital-service support;
evaluate outcomes rather than attendance alone.
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4. Integrate HR into digital projects. Involve employees in pilots, map digital skill gaps,
provide practical support and gather feedback on implementation problems.
5. Introduce a focused people-and-service dashboard. Monitor turnover, time to fill

vacancies, internal mobility, training outcomes, engagement and relevant service-quality
indicators.

6. Connect growth plans to workforce readiness. Before expanding branches, services or
partnerships, assess staffing requirements, onboarding needs and capability gaps.
7. Reassess the 2024 findings with current evidence. Update the market analysis and

validate the original assumptions through current sector data, employee interviews and
customer-service evidence before concluding present performance.

6. Conclusion

This case-based paper has revisited a strategic analysis of Kapitalbank conducted in 2024 and
considered its implications for SHRM. In the original assessment, competitive rivalry received
the highest Five Forces rating, while the VRIO, value-chain, and growth-strategy analyses
highlighted digital channels, employee systems, development arrangements, and potential
expansion as relevant areas. Reframed through an HRM lens, these findings suggest that
competitive differentiation depends not only on digital products and strategic choices but also
on the employees who implement them and support customers.

The main practical implication is that employer branding and retention, frontline training,
digital capability development, workforce planning, and employee experience should be linked
to the bank’s strategic priorities. However, the study is exploratory and based on analysis
materials and sources available in 2024. It does not establish causal effects or describe
Kapitalbank’s current market position. Future research could update the sector analysis,
interview HR leaders and employees, and examine whether employee capability, engagement
and service outcomes are associated in Uzbekistan’s banking sector.
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