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ABSTRACT

This study examines the impact of High Performawtark Systems (HPWS) on
company and employee-level performance outcomesth&tcompany level, the
study examines the outcomes of HPWS usage on itinaygproductivity and

turnover. The study uses data collected from 13&hpamies in Ireland who
participated in a general manager (GM) and humaauree (HR) manager survey
conducted in 2006. This study shows that an extenapplication of HPWS is
associated with an increase in innovation, progiigtand a reduction in voluntary
turnover.

At the employee level, the study examines empldygesceptions of human

resource management (HRM) practices and their impacemployee innovative

work behaviour (IWB), organisational citizenshiphbgiour (OCB), and tenure

intentions. Specifically, the study also measuresther employees’ perceptions of
job demands mediate the relationship between eraplgyerceptions of HRM

practices and IWB, OCB and tenure intentions. Egsoattitude surveys were
conducted in five companies which took part in Beneral Manager/Human
Resource Manager Survey in 2006. In total 220 eypgal® were surveyed. In
addition to employee surveys, interviews were edrout with HR managers or a
relevant manager in the area of employee manageimehe five companies that
participated at the employee level. Overall, eme&level findings suggest that
positive employee perceptions of human resource agement practices are
associated with employee IWB, OCB and tenure imest Similarly, employee

perceptions of human resource management pradi@es an indirect effect on

employee outcomes, in particular IWB and orgaroseti citizenship behaviour

directed towards individuals (OCBI) via employeegeptions of job demands.

This study uses cross-level inference (also knowriha cross-level operator) to
examine the impact of HPWS utilisation at comparyel on employee-level
behavioural and attitudinal outcomes. Overall, sflevel findings suggest that
greater use of HPWS is associated with positive leyee perceptions of HRM
practices and an increase in employee IWB, OCBtamgre intentions.

Xiv



CHAPTER ONE

HIGH PERFORMANCE WORK SYSTEMS AND
PERFORMANCE

1. 1 Introduction

There is no universally agreed meaning for the teigh performance work system
(HPWS) due to its wide and varied usage (Boxall &uwdcell 2003; Boxall and
Macky 2009). Despite this, a HPWS can be descrdsed specific combination of
human resource management (HRM) practices, wouktsttes and processes which
maximise employee knowledge, skills, commitment afhekibility (Nadler,
Tushman and Nadler 1997; Bohlander and Snell 200@¢. notion of a HPWS,
therefore, incorporates practices which increasesthpowerment of employees and
enhance the skills and incentives that enable avtd/ate them to take advantage of
this greater empowerment (Truss 2001). It is aesydhat affords employees with
an opportunity for participation in substantive idans and encourages workers’
development and provides them with incentives tdi@pate in making decisions

(Appelbaum et al. 2000).

Different labels have been used to describe HPW8sd& include high commitment
employment practices, high-involvement work pragdicand innovative work

practices. Table 1.1 summarises the widely usedit@togies surrounding HPWS.



Table 1.1 Terms Used to Label High Performance VBystems

HPWS Label | Underlying Concept Practices Authors
High- Practices that affect | Sophisticated selectionn Walton (1985), Woog
Commitment | organisational and training, behaviour-(1999), Ramsay,
Employment | commitment, which | based appraisal and | Scholarios & Harley
Practices is, in turn, assumed tpadvancement criteria, | (2000), Godard
influence contingent pay systems,(2001a), Whitener
organisational group bonuses and (2001), Godard
performance profit sharing (2004), Boxall &
Macky (2009)
High- Practices that Teamworking/self Lawler (1986), Pil &
Involvement | emphasise an managed teams, MacDuffie (1996),
Work orientation towards | information sharing, Vandenberg et al.
Practices enlarging employees| flexible job designs (1999), Zatzick &
skills and knowledge Iverson (2006),
Boxall & Macky
(2007), Macky &
Boxall (2008)
Alternative Participatory Work teams, job Berg, Appelbaum,
Work practices that enrichment, job Bailey & Kallerberg
Practices constitute alternative| rotation, quality circles| (1996), Godard
job designs, practices or problem-solving (2001b), Godard
that allow employees| groups, cross training, | (2004), Boxall &
some freedom to and training in problem Macky (2007)
design their work solving
Innovative Practices that Cross-training, flexible | Ichniowski et al.
Work enhance discretionaryjob designs, training in| (1996), Guthrie
Practices behaviour among problem solving, (2001), Guest,
Workplace employ(_ees anq thus decgntralised decision| Conway, Michie, &
Innovations lead to innovative making, self managed | Sheehan (2003)
work behaviour in the teams
New Work workplace
Practices

One of the foci of many high performance work syse(HPWSs) studies is to
identify the core practices that can be includedaitiPWS model. These core
practices are expected to have an impact on cordeari/outcomes such as higher
productivity, enhanced innovation and lower turrmof&rthur 1994; Huselid 1995;

Pfeffer 1994; Guthrie 2001). In some studies, foample, practices such as job

security are included as HPWS practices while e they are not (Hutchinson,

2



Kinnie and Purcell 2003). This leads to a lack @fisensus not only in identifying
the core practices that constitute a HPWS moddl, dso in formulating the

definition and the consistent measure of HPWS.

Another focus is related to the extent to whichséh&lRM practices are linked to
performance. In particular, the reasonsoivand ofwhy these practices influence
performance has become a question referred tohasHRM Holy Grail’ or the
‘black-box problem’ (Purcell and Kinnie 2008). Othareas of interest in HPWS
studies include identifying an appropriate levelstidy, the power of generalising
the findings and whether HPWS work as independest practices or work best
when they fit the organisational strategy (Purd€®9; Ostroff and Bowen 2000;
Way 2002; Wall and Wood 2005; Hesketh and Fleetw20@6; Fleetwood and
Hesketh 2006; 2008). Hutchinson, Kinnie and Pur@§&D3), for example, highlight
the main issues that surround and limit studiesfamalihgs on HPWS and its link to
company performance. These include variance inlaélel of analysis, a lack of
consensus of what core HRM practices should bé&rdiit ways of measuring the
practices and the fact that some studies failke teccount of employee perceptions
of these practices. The present study aims to ey examine the impact of
HPWS on company and employee performance outcdmesrticular, it examines
the fit between how employees perceive HRM prasti@gad whether their

perceptions are related to company outcomes.



1. 2 Objectives of the Research
There are two objectives in this research:

(a) To assess the effect and applicability of uhksation of HPWS on company

performance, in particular innovation, labour protity and voluntary turnover.

(b) To assess the impact of HPWS on employee déstuand behaviours,
particularly, innovative work behaviour, organisatal citizenship behaviour and

tenure intentions.

1. 3 Justification of the Research
This study is justifiable based on the followingimeeasons:

Firstly, many studies indicate that the applicatioh HPWS is desirable in a
changing and competitive marketplace since it caruged in creating competitive
advantage (Barney 1991; Pfeffer 1994; Huselid 199&aney and Huselid 1996;
Boxall 1998; Allen and Wright 2008). This contemtics based on the work of
researchers who consider human resources as asaucompetitive advantage in
itself (Boxall 1998; Yang 2005). On the other harlough traditional HRM

practices and policies have been efficient in mammypanies, for effective company
outcomes, an attempt to use new HRM practicesateageared to innovation and
progressive outcomes should be made. This studytribotes to previous

examinations on the impact these new models of pgfiormance work systems

have on business performance.



Secondly, there are still few conclusive findinggarding the effects of HPWS in
company and employee outcomes (Gordard 200l1a; B&eland Godard 2001,
Cappelli and Neumark 2001; Godard 2004; Guest 200&son 2008). Most of the
research is inconclusive in terms of the effectpafticular HPWS practices on
specific company outcomes, although it has beenearghat this is because of
methodological limitations and flawed approachesal(Vind Wood 2005; Hesketh
and Fleetwood 2006; Purcell and Kinnie 2008). Ugimg social exchange theory
(Blau 1964), the norm of reciprocity theory (Gouwtdri960) as well as the ability,
motivation and opportunity to participate (AMO) ting (Bailey 1993), this study
aims to explore the effects of HPWS and assessdmpany and employee
outcomes. Based on these theories this study atbaesmployees are likely to
reciprocate in beneficial ways when they percehat the company supports them
(Morrison 1996; Lambert 2000; Rhoades and Eisemre2§02; Cropanzano and
Mitchell 2005; Edwards 2009). In this regard, widlveloped systems of HRM
practices — the so-called high performance workesys, are expected to empower
employees in various ways - which in turn will letm positive company and
employee outcomes. Methodologically, this studykdincompany-level and
employee-level variables. This approach is deserabd appropriate for studies that
link HRM practices and performance outcomes (GU€89; Boselie, Dietz and
Boon 2005; Marchington and Zagelmeyer 2005; Beekat Huselid 2006; Guest
2008) are relatively scarce. Therefore, there aasanable theoretical and
methodological bases to justify this research.drtipular, the multilevel and multi-
theory approaches used in exploring the impact &WM$ on company and

employee outcomes, represent a further contributidhe literature in this area.



Ireland is a good example of a country where thengits to utilise new HRM
practices in measuring company’s outcomes in a rsiveand competitive
marketplace is applicable (McCartney and Teaguel260od, Guthrie, Liu and
MacCurtain, 2005; Flood, Guthrie, Liu, Armstrong,abCurtain, Mkamwa &
O’Regan 2008; Guthrie, Flood, Liu and MacCurtairD20 In this regard, Irish
companies form an appropriate research area basisl @irrent economic position.

Statistically,

Between 1999 and 2004 GDP growth rates in Irelaegv gaster than
any of the OECD countries. The IMD World Compettress Yearbook
2009 ranks Ireland 6th for GDP per capita at PwicttaPower Parity
(PPP), ahead of France (13th) and the UK (17thglamd’s
unemployment rate of 6.0% is the fifth lowest witlthe EU 25 and
compares to a eurozone average of 7.5% (IDA Irek@i®: 5).

Similarly, there are many foreign and domestic cdvoempanies in Ireland. There
were, for example, about 956 overseas IDA cliemhganies in Ireland in 2008
(IDA Ireland 2009: 18). Ireland has also attractedew workforce from other parts
of the world, and it is a country that is globatisgue to current trends in national
cultures and institutions which shape organisatiof@m and behaviour

(Nikandrou, Cunha and Papalexandris 2006). Thusides the theoretical and
methodological justification for this study, thepadation of the study is appropriate
and has potential for research findings that peshapy be generalised to small

open economies due to its global and economicipasit



1. 4 Research Questions

There are two main research questions in this relsea

(a) What are the effects of HPWS usage on a comgampovation, productivity

and employee turnover?

(b) Is there a link between a company’s utilisatdtiPWS and employee
outcomes such as innovative work behaviour, orgdioisal citizenship behaviour

and tenure intentions?

1. 5 General Rationale for the Study

A study’s theoretical framework attempts to providiher information on its
epistemological and ontological assumptions or giggeneral rationale for the study
and/or deploy theories to explain its findings (Blgset al. 2005). Theoretically, this
study proposes that, based on the ability, motwvaéind opportunity (AMO) theory
which states that company performance is a funaifa@mployee ability, motivation
and opportunity to contribute to effectiveness [8ai1993; Boxall and Purcell
2003; Boselie et al. 2005; Gerhart 2007, 2008) #rel knowledge, skills and
abilities (KSAs) theory (Huselid 1995; Gollan, Davand Hamberger 2005),
employees can be motivated and empowered by theHR@ practices are utilised
in a company. Underneath these theories is theupmatson that HRM practices
have their own effects on ability, motivation angportunity and thus employees
may be motivated, manoeuvred and developed td dlggretionary effort and exert

extra role behaviours such as innovativeness atizership behaviour (Bailey



1993; Appelbaum et al. 2000; Paauwe and Boseli®;200, Combs, Ketchen and
Ireland 2007). Similarly, the study employs themoof reciprocity which makes
two minimal demands that ‘(1) people should helpsthwho have helped them, and
(2) people should not injure those who have helpedn (Gouldner 1960:171), to
suggest that, employees are likely to reciprogafeositive ways when they perceive
that the company cares for them (Rhoades and Esgeibh2002; Cropanzano and
Mitchell 2005; Edwards 2009). In the same way, shely uses the social exchange
theory (Blau 1964) which suggests that people meitiprocate in a beneficial way
when they are treated well by their employers ahdmthey perceive fairness in the
way they are treated in the workplace (Lambert 2(8l0ore and Coyle-Shapiro
2003; Cropanzano and Mitchell 2005). Thus, basethese theories, it is reasonable
to suggest an association between a company’saiidn of HRM practices and its

employees’ perceptions of these HRM practices.

1. 6 Research Model

Figure 1.1 provides a model on the link betweenusege of HPWS and company
and employee outcomes. The first part of the mddgiothesises that at the
company level greater use of HPWS is associateld ant increase in innovation,
productivity and a reduction in employee turnovEne second part of the model
suggests that positive employee perceptions of HRattices are associated with

employee innovative work behaviour, organisationdizenship behaviour and



tenure intentions. A cross-level infereAdalso called a cross-level operator) is used
to link company-level measures of HPWS and empldgeel measures of
perceptions of HRM practices, IWB, OCB and tenurentions. This multilevel
method consists of showing how variations in aagitunal attribute are thought to
be associated with variations in an individualilatite (Bliese 2000; Klein et al.
2000). Using the cross-level inference and ANOVWKe tesearcher conducts an
analysis of variance to examine whether employspeneses from each company
differ significantly among the participating compes Then the extent of employee
perceptions of these practices and their behavi@ut@omes are used to compare
not only themeanresponses between the companies (the between gaoignce)
but also across the company level (that is, thergxb which each company utilises
HPWS). In this way, a contextual analysis of var@metween company usage of
HPWS and employee-level measures, that is, peaweptf HRM practices, IWB,
OCB and tenure intentions are computed (Bliese 2B0%n et al. 2000; Hofmann

2002).

1 Cross-level inference is a technique which cossi$iaggregation and disaggregation principles. In
this method, a researcher assigns the group meiue afidependent variable down to the individuals
within the group and analyses the data at the iddal level (Bliese 2000; Hofmann 2002: 264). This
is a traditional method conducted by researchech sis Mathieu and Kohler (1990), Blau (1995),
and James and Williams (2000).



Figure 1.1 Multilevel Model of HPWS, Employee Pgatiens of HRM
Practices and Employee IWB, OCB, and Tenure Intesti
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» A cross-level inference of the relationship of camy level utilisation of
HPWS and employee level variables (perceptions RMHpractices and
behaviour outcomes, i.e., IWB, OCB, and tenurenitiv@s).

A correlation and regression relationship betwemghependent variables
and dependent variables.

[

1. 7 Research Hypotheses

Table 1.2 provides a summary of the research hgseth that are tested in this
study. These hypotheses are justified in the lieeareview sections found in

chapters three and four.
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Table 1.2 A Summary of Research Hypotheses

11%

Hypotheses
H1 | More extensive use of HPWS will be positivelys@sated
with innovation
Company H2 | More extensive use of HPWS will be positivelys@sated
Level with labour productivity
H3 | More extensive use of HPWS will be negativelgaasated
with voluntary turnover
H4 | More extensive use of HPWS will be positivelys@sated
with employee perceptions of HRM practices
H5a | More extensive use of HPWS will be positivesaciated
with employee innovative work behaviour
H5b | Positive employee perceptions of HRM practieg be
associated with innovative work behaviour
Employee ™Hea [ "More extensive use of HPWS will be positivesaciated
and with organisational citizenship behaviour
Cross-Level —Hgh | "Positive employee perceptions of HRM practive be
associated with organizational citizenship behaviou
H7a | More extensive use of HPWS will be positivesaciated
with employee intentions to remain with their cutr
employer
H7b | Positive employee perceptions of HRM practieg be
associated with their intentions to remain withitheurrent
employer
H8a | Job demand perceptions will mediate the redaligp betweer
employee perceptions of HRM practices and IWB
H8b | Job demand perceptions will mediate the relatip betweer
Mediation employee perceptions of HRM practices and OCB
H8c | Job demand perceptions will mediate the ralah@m betweer

employee perceptions of HRM practices and tenusantions

1. 8 Thesis Structure and Outline

Chapter One introduces the scope of HPWS in teeattire on the link between

HRM practices and business performance. It presbetobjectives of the study,

justification of the study, research questions, ¢emeral rationale of the study,

research model, research hypotheses and outlieethéiis structure. Chapter Two

11



discusses the main theoretical perspectives thateaamined in this study. In
particular, the chapter presents four approachéiserstrategic HRM literature that
have dominated studies on the link between HRMlarginess performance. It also
identifies some theories that have been influentiathe examination of HRM

practices and companies’ search for a sustainaiigetitive advantage. Lastly, the
chapter explores the relationship between HPWS hamdan resource advantage,
and discusses some critical issues on the link detwHPWS and company

performance.

Chapter Three presents a number of empirical stuthat have linked HRM
practices with company performance. In particuldre chapter discusses the
literature on empirical studies that have assodi&tBM practices with innovation,
productivity, and voluntary turnover. Chapter Fogxamines the literature on
employee perceptions of HRM practices. Specificallys chapter identifies the
literature that relates the usage of HRM practioesrious employee attitudinal and
behaviour outcomes. Thus, it explores the theaketiod empirical studies that have
related HRM practices with employee innovative wdhaviour, organisational

citizenship behaviour and tenure intentions.

Chapter Five presents the research methodologyhwias used in the study. It
explores the philosophical and epistemological arasbehind the use of a
positivistic survey method. The chapter also preséime research design for the

company-level survey and the employee-level surd@wally, it describes the

12



instruments and measures that were used in theseysu This includes a
presentation of the analytical strategy, factorlysis and reliability tests of the
study variables. Chapters Six and Seven presentethidts of the company and
employee-level data analysis and research findifidgese chapters include a
presentation of descriptive statistics, correlatiand regression analysis of the

study.

Chapter Eight presents the results of mediatedessgyn analysis. It examines
whether or not employee perceptions of job demamésliate the relationship
between employee perceptions of HRM practices angl@®ee outcomes. This
chapter also includes a presentation of findingshencross-level inference between
company-level utilisation of HPWS and employee-levatcomes. Chapter Nine
presents a discussion of research findings. Chaperconsists of a discussion on
the contribution of this thesis to research anditi@ications of its findings. It also
shows the limitations of the study and suggestsctions for future research. The

chapter ends with a general conclusion.
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CHAPTER TWO

HPWS AND PERFORMANCE: THEORETICAL
PERSPECTIVES

2. 1 Introduction

The main objective of this chapter is to identihedries that explain the reasons
behind a company’s decision to utilise HRM pradi@xtensively. The chapter,
therefore, presents the theoretical perspectiveshilive dominated the literature on
the HRM-performance linkages. It continues with exploration of different

theoretical approaches that are common in theatitee on competitive advantage
and the relationship between HRM practices andreg@semployee behaviour
outcomes. In particular, the human capital thesryighlighted as a rationale for the
investment in HRM practices and for the empowernoérémployees. The chapter
continues with a brief note on the nature of thitienship between HPWS,

competitive advantage and human resource advantageoncludes with an

overview of the theoretical link between HPWS, emygpk behaviour outcomes and

company outcomes.

2. 2 Theoretical Approach

This study uses four different but complementargotitical perspectives to
examine how HRM is linked to business performaitese theories are vital in the
search for the link between the utilisation of HRMactices and company
performance. Early attempts to find a link betwé#RM and performance were

based on the common sense belief that when a compgmoves the way people
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are managed this would inevitably lead to enharmedpany performance (Ulrich
1997). There is a need, nevertheless, to examideeatablish the linkage in a
theoretical way (Truss 2001). The linkage can, harebe established by exploring
an area of HRM called Strategic Human Resource Kemant (SHRM) which

investigates how human resource deployments andtist are applied in order to
enable a company to achieve its goals (Wright araM&hon 1992). The four

theoretical strands in HRM and SHRM are discussedly as follows:

2. 2. 1 The Resource-Based View (RBV) Approach

This approach suggests that an organisation caateci®e competitive advantage
through acquiring and developing resources andhiitpes that other competitors
cannot easily access (Barney 1991; Barney 2001 @pproach is sometimes
referred to as a ‘stakeholder's approach’. Unddmeine approach is the
presumption that employees or human resources aemoeunvrable and
developmental (Paauwe & Boselie 2005). The RBVWheffirm further suggests that
organisations should look inward to their resourtegh physical and intellectual,

for sources of competitive advantage (Allen andgir2008).

The RBV has been widely used and has become arpeesparadigm in strategic
HRM research (Paauwe 2004; Allen and Wright 2008)e perspective has also
been used as a basis or rationale in many empiexamination of how HRM
practices can impact company success (Allen angMW#008; Guthrie, Flood, Liu

& MacCurtain 2009). Studies by Arthur (1994) or ldlid (1995), for example, used
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this theoretical ground to empirically test a specet of HRM practices and its
relationship with firm performance. In particulaustlid (1995) demonstrated that a
set of HRM practices which he argued constitutethigh performance work
system’ was significantly and positively related dgganisations’ lower turnover,
and higher profits such as sales and market valtigei companies that were studied.
MacDuffie (1995) also demonstrated that when HRIeicpices are integrated they

lead to a higher performance than when they alisediindividually.

This theoretical approach to competitive advant&égjealso used as a way of
explaining how a company can attain a sustainedoetitive advantage. Ideally, the
approach suggests that SHRM should be a way to iagathe resources and
capabilities of companies that enable them to ggeeabove normal rates of return
and enhance a sustainable competitive advantagsé¢Rand Adam-Smith 2005).
In short, it identifies and examines the resouitaracteristics and strategic factor
markets from which a company’s sustainable advantagderived. Under the
resource-based approach, individuals are motiviatezptimise available economic
options, and make their rational choices on théska¢he economic contexts of the
company rather than on social contexts or pressamesde the company (Oliver
1997). Barney (1991) proposes four basic requirésnénrough which human
resources can provide a source of sustained campesidvantage. According to
Barney, the resources must have four qualitiess thast add value; they must be
rare or unique; they must be difficult for compgtinompanies to replicate; and

lastly they should be non-substitutable (1991) sT8tudy, therefore, uses the RBV
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approach in the examination of the impact of HPWScompany and employee

outcomes.

2. 2. 2 The Institutional Approach

The institutional approach consists of being awafredhe legal and institutional
conditions which exist outside a company but dracaly affect its performance
and ability to achieve legitimacy, which is necegdar its survival (DiMaggio &
Powell 1983; Paauwe & Boselie 2005; Yang 2005).eksally, this approach
examines the role of social influence and pressiaresocial conformity in shaping
companies’ actions (Meyer and Rowan 1977). Thisr@ggh assumes that
companies operate within a social framework of mgrmalues and different
assumptions that are taken for granted. These womsli however, constitute
appropriate or acceptable economic behaviour anthis context, ‘organisational
success depends on factors other than efficienrdowdion and control of
productive activities’ (Meyer and Rowan 1977: 35®)company will succeed and
survive depending on how it conforms to social exgigons since from them comes
legitimacy, stability and resources for its actest (Meyer and Rowan 1977; Oliver
1997). Ferris et al. (1998) examine the importaoteocial context in company
effectiveness. While admitting the influence ofiab@and work environments in a
company’s performance, their critique strongly £ddir flexibility in implementing

HRM practices.
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2. 2. 3 The Contingency Theory Approach

This theory attempts to relate different dimensiohghe external environment to
the company or organisational attributes. In otlwerds, for a company’s HRM
practices and policies to be effective, they mustonsistent with other aspects of
the company (Delery and Doty 1996). Accordinglyisttheory suggests that the
impact of HRM on performance is mediated by the gany’'s business strategy or
strategic objectives (Youndt, Snell, Dean & Lep&@@; Truss 2001). The theory
thus examines resources and capabilities from aroement point of view. It
advocates that resources and capabilities areedetatan increase in the company’s
efficiency and effectiveness (Barney 1991). Ressailtere refer to assets or inputs
to production that a company owns or accesses.ilijes refer to the ability to
use resources to achieve company goals. The thessymes that a company’s
resources do not exist in isolation; they have @otdken in context (Yang 2005).
Similarly, the environment through which companysawrces are deployed
determines the value of the resources. For exanapleasset can be found in an
environment that does not make it a valuable reso(Katila and Shane 2005).
Guthrie (2001), for example, found that there isink between the company’s

strategy and company outcomes, in particular prindtyc

2. 2. 4 The Universalistic Approach

The universalistic approach suggests the existehd®est and appropriate human
resource practices which a company can use in ¢odachieve positive outcomes

and all companies or organisations should adosethest practices because they
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are better than others (Delery & Doty 1996; Shihia@g & Hsu 2005; Yang 2005).
This approach in general identifies HRM practiced @universalistic theorists have
analysed) the relationship between individual HRBbtivaities and performance
(Gooderham, Parry & Ringdal 2008). Osterman (1984)example, singled out a
number of innovative work practices such as formamgployees into teams, job
rotation, quality circles and total quality managem He argued that these result in

productivity gains for all American organisations.

This perspective however, suggests that these HRIgtipes should be bundled in
order to be more effective (Delery and Doty 1996¢nerally, these best practices
form the core high performance work systems. Rebear such as Alcazar,
Fernandez and Gardey (2005) suggest that ther@iraversalistic approaches in
which more than one HRM practice is combined toldbbundles of high
performance work systems. In this regard, it hasolm® common to group or
combine practices in order to create a more cohergplanation of the HRM-
performance link (Gooderham, Parry & Ringdal 2008¢searchers who used this
approach include Guthrie (2001) and Guest et @032 who identified bundles of
HRM practices (so-called high involvement work syss) and have attempted to
establish a link between them and an organisatipaiformance. Companies are
advised to adopt these best HRM practices in dalegalise better performance in
business (Delery & Doty 1996; Shih, Chiang & Hsu020 Yang 2005). The
universalistic approach thus contends that it issgabe to identify the best HRM

practices and that their adoption generally leadsatued company-level outcomes.
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This approach is consistent with the ‘internaldé@rspective’ (Huselid 1995) and
accentuates the importance of the interrelationdiépveen HRM practices in
improving a company'’s effectiveness. In other wptHe practices are not supposed
to stand on their own (Truss 2001). However, ittidoe noted that the adoption of
the best practices approach or the universaligifraach is not without critics.
Guest (1997), for example, contends that it isialiff and uncertain to claim and
establish which practices can be considered ‘higifopmance’. Similarly, it is
important to mention here that, aside from the efwntioned approaches or
theoretical perspectives in linking HRM practicegl &ompany performance, there
are other theories that have been explored in ioalato human resource
management practices, competitive advantage anohdsss performance. These
include: Role Behaviour Theory (Katz & Kahn 197Bgsource Dependence Theory
(Pfeffer and Cohen 1984), Human Capital Theory kBed964), the Transaction
Cost Economics Theory (Williamson 1979, 1981) drelExpectancy Theory which
tries to link HRM and individual performance or comes (Vroom 1964; Lawler

and Suttle 1973).
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Table 2.1 A Summary of the Four Main TheoreticapAgaches
Examined in this Study

Theoretical Theoretical Suggestions Link to Performance Outconse
Approach
Resource- Employees/human resources aréd/hen HRM practices are integratec
Based View | manoeuvrable and they lead to higher performance tha
(RBV) developmental (Paauwe & when they are utilised individually
Approach Boselie 2005), and a source of (MacDuffie 1995; Rayner & Adam-
sustained competitive advantag&mith 2005).
(Allen and Wright 2008).
Institutional | Legal and institutional Success and survival depend on
Approach conditions outside a company | conformity with social expectations

affect performance (DiMaggio
& Powell 1983; Paauwe &
Boselie 2008).

(Meyer & Rowan 1977; Oliver
1997).

Contingency
Theory
Approach

A firm’s resources do not exist
in isolation; they have to be
taken in context (Yang 2005).
Environmental considerations

Organisation’s business strategy,
size, sector, ownership, location,
impact on firm performance (Yound
et al. 1996; Truss 2001; Lepak &

determine the value of the
resources (Katila and Shane
2005).

The adoption of best practices
generally leads to valued
company-level outcomes
(Delery & Doty 1996; Shih,
Chiang, & Hsu 2005).

Shaw 2008; Paauwe & Boselie
2008).

Universalistic
Approach

Bundles of HRM practices are linked
to company performance, e.g.
productivity and turnover (Guthrie
2001; Guest et al. 2003).

The researcher in this study suggests that thetfmaretical approaches can be used
together in examining the effectiveness of HPWS company and employee
outcomes. The basis for this suggestion is that e&the approaches can be right in
its own way (Boxall & Purcell 2003; Paauwe & Bosel005). Some principles are
basic and would lead to universalistic success.s{@en practices such as employee
development, employee involvement, and high rewardscompany’s strategy for
performance. On the other hand, a company’s aclesign for the practices may

vary, and thus yield different outcomes dependinghe nature of the company’s
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specific internal or external contexts (Paauwe &@&@ 2005). Thus, in one way, a
company can create a competitive advantage thratggtown initiatives and
innovation; that is, based on the resource-basew @pproach. The company can
similarly adopt a HPWS depending on some instit&ioreasons and contextual
factors; that is, using a best-fit approach. Soesearchers also suggest that in
various circumstances, some HPWSs are better ttheemsoand thus recommended
for use in a wide variety of companies; that issdzhon the best practices approach

(Delery and Doty 1996; Shih, Chiang & Hsu 2005).

2. 3 HRM Practices and Behavioural Outcomes

HPWSs have always been considered as ways of makirgrganisation effective
and flexible, particularly when a company investsits employees (Ferris et al.
1998). The practices point to a company’s abildgyrécruit and select employees,
and to elements that describe a company’s incentiegtensive training and
business performance (Huselid 1995; Delaney & Gb@8&01; Richard & Johnson
2004). In essence, HPWSs encourage a companyéstiheavily in human capital.
Human capital theory suggests that people possesslédge, skills and abilities
which are of economic value to the organisatiord #ius the company invests to
increase these knowledge, skills and abilitiebdfytcan produce future returns such
as increased productivity (Truss 2001; Kuvaas 2008¢ final goal behind human
capital investment is, therefore, to enhance enga@akills, knowledge, motivation
and flexibility, and so improve individual produgty and overall company

performance (Youndt et al. 1996). The employerxiseeted to provide employees
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with the ability and opportunity to provide inputteé workplace decisions. Thus,
training and development, coordination of incergivend reward systems, and
managerial and employee inputs are to be considehesh implementing HPWSs

(Huselid 1995; Ferris et al.1998; Richard & John2084; Paauwe & Boselie 2005).

The secondary goal in HPWS investment is to emp@ngrloyees so that they can
cope with changing product and labour conditions.this perspective, HRM
practices are conceptualised as ways of improvingl@yee skills, motivation and
empowerment (Wright and Boswell 2002). Boxall anddell (2003) generally refer
to this approach to empowering employee skills madivation as the AMO theory:
ability, motivation and opportunity (Bailey 1993;ppelbaum et al. 2000). Other
motivational-based policies that are encouragedmpowering employees include
extending this approach to their knowledge, slahsl abilities (KSAs), (Delery and
Shaw 2001). Employees are expected to improve btpesh efficiency and
company performance (Cappelli & Neumark 2001; Ridhand Johnson 2004).
Huselid (1995) lists significant high performanceoriv practices and includes
comprehensive employee recruitment and selectiolmcegures, incentive
compensation and performance management systenmoy&® involvement and
training. Specifically, the various human resoumsanagement practices can be
grouped into five behavioural results domains. €héxclude; the acquisition,
development, motivation, probity and employee imeolent domains (Harel &

Tzafrir 2001: 320).
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Figure 2.1 summarises the underlying principlea 6fPWS. It is vital to note that
the notion of a HPWS was originally developed byidaNadler (Nadler, Tushman
& Nadler 1997). Later Edward Lawler and his colleeg worked with Fortune 1000
companies to identify the primary principles thapgort HPWS (Lawler, Mohrman
& Benson 2001; Bohlander and Snell 2007). They tifled four basic principles,

which are presented in Figure 2.1: shared inforonategalitarianism, knowledge

development, and performance reward linkage.

Figure 2.1 Underlying Principles of High-Performant/ork Systems

Shared
Information

Knowledge

Development

Performance-
Reward
Linkage

Source: Bohlander and Snell (2007: 692).
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The principle of shared information, for exampl@tas that employees are vital in
the success of the company, and accordingly they psaform well by having
accurate information about the business. This dedu giving them timely
information about the companies’ business perfomeaplans and strategies. In this
way, employees can cooperate and give valuableestiggs for improvement of the
business and affect company changes. They arelikelegoing to be committed if

they have room to input in decision-making (Bohkanand Snell 2007).

2. 4 HPWS and Competitive Advantage

Some theorists link HPWS with competitive advantdne arguing that HRM
practices influence employee attitudes and behavithrough employee
interpretations of the characteristics of the wdakp climate (Ostroff & Bowen
2000; Ostroff, Kinicki & Tamkins 2003). Once HPWBave influenced (directly or
indirectly) employee attitudes and interpretatiasfsthe workplace climate, the
company is in a better position to form its comipedi strategy, leading to eventual
success (Ferris et al. 1998; Ostroff & Bowen 2008troff, Kinicki & Tamkins
2003). The role of a HPWS in creating competitidgamtage has been supported by
empirical work. A number of studies have shown sqguositive outcomes with
regard to the impact of HRM practices in comparfgaiveness. HPWS enhance
employee’s skills. This involves increasing the lgyeof the individuals that are
hired or increasing the quality of skills and a®s among current employees, or
both (Delaney & Huselid 1996). Selectivity in staff has been positively related to

company performance (Delaney & Huselid 1996; KocM&Grath 1996). There is
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evidence that investment in staff training has tedbeneficial organisational
outcomes (Arthur 1994; Kalleberg & Moody 1994; Afliaaim et al. 2000). Studies
suggest that higher rewards contribute to a deer@agurnover (Arthur 1994).
Incentive compensation has a positive influence pmrceived organisational
performance (Delaney and Huselid 1996) and prodityt{Kalmi and Kauhanen
2008). Similarly, information sharing practices baldeen positively related to
financial performance (Gibson, Porath, Benson aadlér 11 2007). Team working
(team enabling practices) have been associated initheased learning, task
performance, innovation and product quality (ZelfBeuhn and Gibson 2006;
Gibson et al. 2007). Generally, these studies sidhat HPWSs are associated with
practices which empower employees to participateitision making which in turn

enhances company performance (Appelbaum et al.)2000

2. 5 HPWS and Human Resource Advantage

The theory of human resource advantage (Boxall 199&ygests that a company
can build and defend competitive superiority thtoligman resource strategy. This
includes using human resources which are capabtelofing sustained competitive
advantage (Yang 2005). According to Barney (1994¢ company can realise
business outcomes by utilising its internal capdsl. These internal human
resources should, however, meet the tests of ralgeyrelative immobility and

superior appropriability (Boxall 1998: 265). Thdioaale behind this argument is
that, the human capital or stock of knowledge, whesed well, is capable of

yielding sustained advantage through value creatioth can be an asset to the
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company (Boxall 1998; Lepak and Snell 1999, 2002}his line of thought, HPWS
utilisation should develop employees’ skills, knedde and abilities, (that is,
human capital advantage), and will more likely ease process advantage; which
consists of superior problem solving, social inadign and communication process
(Yang 2005; Kang, Morris and Snell 2007). Comparsesking human resource
advantage may outperform competitors in terms aflability of knowledge, skills
and perspectives since these processes can h@m@any to execute operations

more quickly, efficiently and effectively (Yang 280

2. 6 HPWS, Employee Behaviour and Company Outcomes

Figure 2. 2 depicts a theoretical link betweenutiksation of HPWS and employee
and company outcomes. This figure is based on @ung#ion that HPWS
fundamentally enhance the knowledge, skills anditi@isi (KSAs) of the human
capital pool in the company. These HRM practiceso athange the nature of
employee relationships (Evans and Davis 2005)hikregard, theories that address
patterns of relationships which are conducive topleyee and company
performance are expected to explain why these ipesctnay facilitate exchange
relationships and change human behaviours (Deledy $haw 2001; Shore and
Coyle-Shapiro 2003; Evans and Davis 2005). Thuessttial exchange theory (Blau
1964), the AMO theory (Bailey 1993) and the KSAedty (Appelbaum et al.
2000), are fundamental in explaining the influerofethese HRM practices on

employee behavioural outcomes and their link togamy performance.
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Figure 2.2. Expanded Framework of HPWS, EmploydsaB®ural and
Company Outcomes

HPWS Theories Employee Company
Outcomes Outcomes

Staffing/Recruit KSAs
ment/Selection wB Innovation
Training AMO
Communication Theory ocCB Productivity
Compensation )
Team Work Social Tenure Turnover
Flexible Work Exchange Intentions
Systems, R&D Theory

Source: Adapted from Evans and Davis (2005: 761).

Based on the expanded framework (Figure 2.2), shisly examines the HRM-
performance link by examining the extent to whidmpanies utilise HPWS and
associates these HPWSs with theories which accfarnthanges in employee
behaviours (KSAs, AMO theory and social exchangeoty). The employee

behavioural outcomes in turn are expected to inffteecompany performance in the
form of increased innovation, labour productivitydareduced voluntary turnover.
Theoretically, this study argues that, besides meihg employees’ skills,

knowledge and abilities, HPWSs change or influetloe nature of employee

relations (Evans and Davis 2005; Tsui and Wu 2005).

Similarly, the norm of reciprocity and the sociakckange theory (Gouldner 1960;
Blau 1964) explain and integrate employee behasiowith the company’s
provision of policies, practices and opportunitidsich are important in facilitating

generalised norms of reciprocity (Morrison 1996sdfiberger, Armeli, Rexwinkel,
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Lynch and Rhodes 2001; Rhodes and Eisenberger .20023e norms of reciprocity
can be described in terms of ‘the extent to whioh parties are concerned with
equivalence of exchange, immediacy of reciprocasind focus of interest (self vs.
mutual).” (Evans and Davis 2005:765; Shore and €8Hapiro 2003; Cropanzano
and Mitchell 2005; Coyle-Shapiro and Shore 2007¢cdkding to the social

exchange theory, when companies invest in employeesployees tend to

reciprocate in positive ways (Settoon, Bennett amten 1996; Cropanzano and
Mitchell 2005; Kuvaas and Dysvik 2009). Thus comparmucements (through the
positive management of HRM practices) motivate eygds to be prosocial and
desire to expend effort to benefit the companyy thlso create obligations on the
part of employees to reciprocate in positive waywrfison 1996; Tsui and Wu

2005; Oikarinen, Hyppia and Pihkala 2007; Kuvaas Rgsvik 2009).

The basis for these theoretical assumptions folltdves framework developed by
Bailey (1993) and expanded by Appelbaum et al. @20 these two studies, the
authors suggest that HPWSs are in the interest ath lbhe companies and
employees. Thus, in order to achieve company pedace, there must be an
effective strategy designed to provide employedh ptiactices which will motivate
them to exert discretionary effort. Similarly, eroyptes need to have necessary skills
and the opportunity to participate in problem sodviand decision making
(Appelbaum et al. 2000). Figure 2.3 illustrates ¢benponents of HPWS according

to Bailey (1993), and Appelbaum et al. (2000).
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Figure 2.3 Components of HPWS and Plant Performance

HPWS
Opportunity to Effective Plant
Participate Discretionary Performance
Skills Effort
Incentives

Source: Appelbaum et al. (2000: 27).

2. 7 Conclusion

The main objectives of this chapter included idgirtg theoretical approaches that
have dominated the literature on the HRM-perfornealiitkage. These theoretical
perspectives guide this research. Each of the petigps has some benefits in the
search for processes and mechanisms through whiBM Horactices are
hypothesised to influence business performanceth@nabjective was to highlight
the nature of the relationship between human dapiastment, HRM practices and
competitive advantage. In this regard, this chaptefly presented a theoretical
framework that explains the link between the wtiisn of HPWS and employee and
company outcomes. This study presumes that, basedsarial exchange
relationships, companies that manage HRM practegbswill be able to influence
employee behaviours such as innovative work belayarganisational citizenship
behaviour and tenure intentions. These behaviagrsnaturn expected to influence
company performance in terms of increased innomatwoductivity and reduced

turnover.
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CHAPTER THREE

LINKING HRM PRACTICES WITH COMPANY
PERFORMANCE

3. 1. Empirical Studies Linking HRM and Innovation

3. 1. 1 Introduction

Innovative organisations support creativity andngier productive change through
affording individual employees or members of thgamisation the freedom to work
independently in the pursuit of new ideas and awtayus actions (Scott and Bruce
1994; Dobni 2006). They are organisations whichswiantly adopt innovative
products, processes and systems (Subramanian dakhamha 1996; Oldham and
Cummings 1996), and can foster, develop and utdisgployee talents which are
potential for innovation (Oldham and Cummings 199@&arle and Ball 2003). In
developing innovative organisations, sustainedosityy and willingness to learn and
change are important elements for managers andogegs (Argyres and Silverman
2004; Dobni 2006; Kang, Morris & Snell 2007). Inisthregard, companies who
allow, in particular, changes in internal organmadl structure, are more likely to
experience the positive impact of innovation onirthperformance (Argyres and
Silverman 2004; Kang, Morris & Snell 2007). Thenghite for innovation within an
organisation facilitates innovation both at a compand employee level. It includes
the organisation’s expectations for behaviour amigqtial behaviour outcomes with
regard to innovativeness (Scott and Bruce 1994; ptuays, McAdam & Leckey

2005). Such companies also encourage performamceigih the creation of a
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climate for innovation which in turn improves thengpetitiveness of a company and

effectiveness of an organisation (Tidd, BessantRandtt 2005).

3. 1. 2 Conceptual Approaches to Innovation

Literature on the term ‘innovation’ focuses on itiigmg the main domains of
innovation and how it is measured. So far, thereassingle definitive or general
definition of the term ‘innovation,” since the tercovers a wide variety of things
and is a very broad concept (Avermaete et al. 20B&3ides its varied usage and
connotations, ‘innovation’ is commonly related tee tintroduction of technology-
related products and services that require radicahge in the production process.
West and Farr (1990:9) define innovation as ‘th&entional introduction and
application within a role, group or organizationidéas, processes or procedures,
new to the relevant unit of adoption, designedigaicantly benefit the individual,
the group, organization or wider society’. Its dé@fon, therefore, would include the
concept of newness and novelty of products or msE® new techniques, new
forms of organisations and new markets (West andefgson 1996; Prajogo 2006).
In the HRM literature, ‘innovation’ is also lookemh as a process that involves
invention and the development of the inventioncdtnes to completion with the
introduction of a new product, process or servicthe marketplace (Prajogo 2006).
Innovation concerns not only the development ohges in the entire organisation,
but also the transformation of individual work ®lend the implementation of new

ideas in work groups or teams (West and Anders@®6;1Bobni 2006). For high
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technology firms, ‘innovation’ is one of the moshgortant sources of sustained

competitive advantage (Tidd, Bessant and Pavitb2B@tila & Shane 2005).

The literature distinguishes four main domains mhavation, namely product,
process, organisational and market innovation (Aeate et al. 2003). Product
innovation includes any product, service or ideat tls perceived by someone as
new. Product innovation may also emerge as a resfilichanges in the
organisational structure or strategy. Process iaton includes adaptation of the
existing production systems and may include intobaly new infrastructure and the
implementation of new technologies. Damanpour ()19&tegorises product and
process innovation as technical innovation siney ttoncern basic work activities.
Organisational innovation, also referred to as adbtrative innovation includes
changes to a wide range of activities in an orgdinie such as marketing,
purchases, sales, administration, management affdpsiicy (Damanpour 1991).
Lastly, the market innovation domain includes exptmn of new territorial
markets and the acquisition and addition of newketarinto the existing markets

(Avermeate et al. 2003).

Studies on innovation have not been limited to ararg the concept of innovation
and its domains, but have extended to examiningwvation performance in
relationship to other forms of organisational perfance. In this respect, innovation
has been examined not only in terms of the newaedsovelty, types or kinds of

products that are produced and introduced in thekehabut also in terms of the
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degree of change and the speed that is requiréévaloping and introducing the
new products into the market relative to other cetitgrs (Prajogo 2006). Another
aspect of speed in innovation is the extent to Wwiadirm adopts new technology
that is emerging in the industry and significardparts from the existing practices
(Damanpour 1991). According to Rogers (1995) intargacan be categorised into
five groups: innovators, early adopters, early mgjolate adopters and laggards.
Rogers contends that early adopters have signifib@mefits from innovation,
although they face higher degrees of risk. Constgt@and continuity in innovation
is another dimension in innovation and performastalies. Companies that are
good innovators will always look for ways of devglog new products while at the
same time making sure that they do so consistédtynanpour 1991; Subramanian
and Nilakanta 1996; Dobni 2006). Subramanian ardkiinta (1996) elaborated on
this phenomenon by examining the difference betweennumber of innovations
and time of innovation adoption on performance messin the banking industry.
Their study found that both the number and timenoabvation had a significant
impact on organisational effectiveness. Table Baligdes a summary of the various

aspects or conceptual approaches to innovation.
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Table 3.1 A Summary of the Conceptual Approachdsrtovation

Aspect Definition Reference
Technology-| A company’s ability and willingness toKitchell (1995), Subramanian &
Related change and adopt new technologies | Nilakanta (1996), Shipton, Fay,

West, Patterson & Birdi (2005)
Capacity of the company to introduce
new machines or systems
Behaviour- | Behaviour change among individuals |d8talk, Evans & Shulman (1992),
Related work units in adapting new ideas Hurley & Hult (1998),
Subramanian & Nilakanta (1996),
Ability to generate new ideas in Shipton et al. (2005), Dobni
combination with existing elements for (2006)
the creation of new sources of value
Product- Capacity of the company’s inclinatior~oxall (1984), Salavou & Lioukas
Related to buy new products and services (2003), Shipton et al. (2005)
Beugelsdijk (2008)
Capacity of the company to make new
and adapted products
Time- Number of innovations adopted in|&®amanpour (1991), Subramanian
Related given period of time & Nilakanta (1996)
Large organisations may adopt more
innovations than small ones in a given
time period
Stage- A company may have many initiatiorDamanpour (1991), Axtell et al.
Related innovations but few implementations | (2000), West (2002), Humphreys,
McAdam & Leckey (2005)

3. 1. 3 HRM Practices and Innovation

Innovation is treated in many studies as an indégein variable predicting

organisational performance in terms of profitapjlinarket share gain, growth rate,
return on investment, return on asset and percebwedall success (Deshpande,
Farley and Webster 1993; Dwyer and Mellor 1993;dB&h and Johnson 1996;
Subramanian and Nilakanta 1996; Salavou 2002, 200Mis study, however,

examines innovation as a dependent variable. déimgits to establish claims that

HRM practices, in particular the so-called HPW®, good predictors of innovation.

35



Shipton, Fay, West, Patterson & Birdi (2005) argiuat HRM practices have the
potential to predict organisational innovation. ifldata was drawn from a data set
collected from 111 manufacturing companies in tievihich were studied between
1992 and 1999 by West and Patterson (1999). Trgettaespondents were senior
managers and they were interviewed on the site. mh& industries that were
studied from the manufacturing sector were the faod drink electronics and
communications, and mechanical engineering indasstrThe measurements that
were used in this study included HRM practices,ovation and the learning
climate. Other measures were innovation in produymtsduction technology and
production processes. Further measures includeghistication of HRM’ which
was an overall assessment of HRM activities suchieariitment and selection,
training, performance management and strategy.nidia findings of this study are
summarised as follows:
‘Sophistication of HRM’ appears to positively predinnovation in
products and production technology after contrgllifor size and
profitability of the organizations. Given that this a longitudinal
analysis, there is a strong case for suggestingthiegaHRM practices
associated with this variable do indeed facilitaieganizational
innovation over the two-year period of the studfifn et al. 2005:
123).
In particular, Shipton et al. (2005) found that lsigfication of HRM accounted for
20 per cent of the variance for product innovatod 25 per cent of the variance for
innovation in production technology (b = 0.47, p0O<05; b = 0.52, p < 0.01

respectively). The study, nevertheless, did notl fany significant relationship

between sophistication of HRM and innovation indarction processes. The study

36



in general explained the usefulness of ‘sophisbcatof HRM’ (through the
development of individual skills and collective rddtites that are required for a
successful innovation) in fostering organisationahovation in product and

production technology.

Another study that predicted a positive relatiopshetween HRM practices and
innovation, and that HRM practices enhance orgépisa innovation, was a study
by Jimenez-Jimenez and Sanz-Valle (2008) of 173iShdirms. The data for this
study was obtained from SABI database, which inetufirms employing more than
50 employees, located in the southern part of S@die target population was 564
companies across various sectors, except the #grausector. 173 companies
responded, yielding a 31 per cent response rate. \Was collected through personal
interviews and the respondent in each company masop executive. The measure
of innovation focused on three spheres: producicgss and administrative systems.
The study examined the extent to which the orgénis@mphasises the use of its
resources for innovation, research and developnidm.system of HRM practices
was hypothesised to positively relate to orgarosa innovation. Results and
analysis in this study found that ‘the adoptioracfet of HRM practices encourages
innovation’ (Jimenez-Jimenez & Sanz-Valle 2008: @21n this way, the study
concluded that there is a positive association éetwhe adoption of a set of HRM
practices and enhanced innovation in terms of newdycts, processes and

administrative systems (that is, new procedurel&ips and organisational forms).

37



Using a sample of 726 Danish manufacturing andapgivservices companies,
Laursen (2002) studied the linkage between HRM tme€ and innovation
performance. His focus was the difference betwesinguthe HRM practices as
individual practices or as a bundle of practicemurisen argued that a ‘firm’s ability
to produce new products and other aspects of peaioce are inextricably linked to
how it organizes its human resources’ (2002: 1#8¢oretically, Laursen proposed
three reasons to support the likelihood that HREIcpces may lead to innovation.
These reasons are:
(1) The application of HRM practices may increake tevel of
decentralization, and such an environment may tattew for the
discovery and utilization of local knowledge in theganization; (2)
team practices involving job rotation are likely tprovide
coordination advantages in the sense that engir{eersvorkers’)
perform several tasks and therefore understandtdblenological
problems of colleagues better; and (3) teams offiémg together
knowledge and skills which - prior to the introdoct of teams -

existed separately, potentially resulting in incesstal process and
product improvements (Laursen 2002: 141).

Laursen also proposed that when an investigatomimes the extent of the
relationship between innovation and HRM practi¢es, sector of the company has
to be taken into account in order to arrive at appate conclusions about the
company. In this regard, he hypothesised that kedgé-intensive production
processes can be expected to show more innovagdormance outcomes than
other companies. Laursen summarised his resulstatiynng that, ‘Overall it may be
concluded that the application of new HRM practicgessomewhat related to
innovation performance’ (2002: 149). Other conausi were: ‘When all of the
HRM practices were combined into one single vaealtiie effect was found to be

stronger’ and ‘that firms in sectors with seemingligher levels of knowledge-
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intensity in their production processes (firms tecda in medium and high
knowledge-intensive industries), perform better tetms of innovation output’

(Laursen 2002: 150).

Laursen and Foss (2003) expanded this study by iekagnthe reason why the
adoption of individual HRM practices was differemtiinnovation performance from
applying HRM as a bundle. They empirically foundttthe linkages with suppliers
and users of innovation performance matter in ih&afe between the HRM
practices and growth of innovation. One other fattat mattered was the extent to
which the company linked with knowledge institusosauch as technical support
institutions. But most of all, they found that thidisation of HRM practices matter

as a major factor and determined even the abifithie@company to innovate.

Table 3.2 provides a summary of previous studied Have examined the link

between HRM practices and innovation.
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Table 3.2 A Summary of Empirical Studies on thekLiBetween HRM Practices and Innovation

Author(s)

Sample and Method

Topic/Focus

Findings

Michie & Sheehan
(1999)

UK: British Workplace Industrial
Relations Survey (WIRS 1990) datas

Interview based survey of
establishments with 25 employees or]
more in manufacturing and service

sectors, and public and private secto

Response rate: 54.5%

HRM practices and work practices

innovation activities

e{such as R&D expenditure) and firms/

Positive associations between the
management of HRM practices/work
practices and firms’ innovation activities

Unionisation was positively associated
with the probability of a firm innovating

Laursen (2002)

Denmark: 684 manufacturing and
1,216 private services companies

Response rate: 52% manufacturing
firms & 45% non-manufacturing

Linkage between HRM practices and
innovation performance (i.e., product
and process innovation)

HRM practices are somewhat related tq
innovation performance

When HRM practices were combined th
effect on innovation was found to be
stronger than when used individually

Laursen & Foss (2003

Denmark: 684 Danish manufaciu
firms and 1,216 non-manufacturing
firms

Response rate: 52% and 45%
respectively

Link between HRM practices and
innovation performance

Differences between using HRM
practices as individual practices or ag
bundle of practices

The application of HRM practices
determined the likelihood of a firm to
innovate in terms of product and proces
innovation

a

Seven HRM practices out of nine were
conducive to innovation, and when they
were used together they explained
significantly the company'’s innovation

performance
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Author(s)

Sample and Method

Topic/Focus

Findings

Michie and Sheehan
(2003)

UK: 361 manufacturing and service
sector firms with more than 50
employees. Interviews with HR
directors, personnel and employee
relations

Response rate: 39%

HRM practices and flexible work
practices and innovation activities su
as product and process innovation

There were positive effects between HR
Cipractices and innovation activities, in
particular, process innovation

Searle & Ball (2003)

UK: Survey of top 300 orgatisas
identified from the FTSE 500, with 10
or more employees.

Respondents were senior HR
professionals

Response rate: 30%

Organisations’ utilisation of HRM
Opractices such as recruitment, trainin

and performance management polici

and firms’ innovative performance

84% of the respondents indicated that
ginnovation was considered critical or
c§mportant regardless of size or sector

Organisations used various HRM policié
to support innovation but HRM policies
were stratified with lower organisational
levels getting more attention than highe
levels

2S

Lau & Ngo (2004)

China: a mail survey of 332 firins
Hong Kong with 50 or more employe
and annual sales greater than $7
million.

Respondents were HR directors

Response rate: 19.5%

HRM practices (extensive training,

eperformance based reward and team
development), organisational culture,
and product innovation (i.e., innovatic
performance)

HRM practices in particular extensive
training were significantly related to
firms’ innovation performance

n

Organisational culture mediated the
relationship between HRM practices an
firms’ innovation performance

Richard and Johnson
(2004)

US: Banking industry
Surveys and secondary data sources
i.e., financial reports

High performance work practices anc
, innovation

HRM effectiveness and market

Response rate: 13.8%

High performance work practices are
associated with increased innovation

HRM effectiveness is associated with

performance

increased performance
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Table 3. 2(Continued)

Author(s)

Sample and Method

Topic/Focus

Findings

Wang & Zang (2005)

China: Survey of local Chinese

enterprises and international joint
ventures. 358 managers from 75
companies participated in field survey
and interviews

Response rate: N/A (convenient
sampling)

The impact of strategic HRM on
organisational performance, in
particular, innovation and
£ntrepreneurship

Strategic HRM practices positively
affected innovation performance and tg
accomplishment

Shipton, Fay, West,
Patterson & Birdi
(2005)

111 manufacturing companies in the
UK (1992 — 1999). Interviews and
longitudinal surveys: senior manager
chief executive of the company,
production director and HR manager

Response rate: 19.8%

Measuring the relationship between

HRM practices and innovation
s(innovation in products, production

technology and production processes

HRM practices positively predict
innovation in products and production
technology

No significant relationship between
sophistication of HRM and innovation in
production processes

De Jong & Vermeulen
(2006)

Netherlands: Database on firm-level
innovative practices of 1250 small
firms across seven industries

Response rate: above 70%

Firm’s utilisation of innovative
practices and the introduction of new
products (product innovation)

Knowledge intensive, financial services
and manufacturing firms were
significantly better in product innovation
than other firms

Service firms were less likely to use
innovative practices and thus low in ney

products innovation
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Table 3. 2(Continued)

Author(s)

Sample and Method

Topic/Focus

Findings

Huang & Lin (2006)

Taiwan: 177 high-tech companies
Survey of R&D managers

Response rate: 15.25%

R&D management practices and
innovation performance (in
particular new products and new
technical reports)

R&D on its own, had no significant
relationships with innovation performance
indicators

R&D associated with adequate planning an
equipment support was significantly
associated with innovation performance

o

Shipton, West,
Dawson, Birdi &
Patterson (2006)

UK: Longitudinal study of 22
manufacturing companies

Postal surveys and managerial interview
senior managers

Response rate: 19.8%

HRM practices (training, appraisal
induction, teamworking etc.) and
s:.organisational innovation (product]
innovation and innovation in

technical systems)

, Training, induction, team working, appraisa
and exploratory learning significantly predic
innovation

Contingent rewards in conjunction with
exploratory learning were positively
associated with innovation in technical
systems

—

Prajogo,
Laosirihongthong,
Sohal & Boon-itt
(2007)

Thailand and Vietnam: Survey of 95 Thai
and 44 Vietnamese middle or senior

managers in manufacturing firms with 100 performance

employees or more

Response rate: Thai (55.9%), Vietnamesg¢
(58.7%)

Manufacturing strategies and
resources and innovation

%

Differentiation strategy strongly predicted
product and process innovation

Leadership, people management and R&D
intensity did not significantly predict produc
or process innovation

Jimenez-Jimenez, &
Sanz-Valle (2008)

SABI database: firms with more than 50
employees, Spain. Target population was
564 companies across various sectors
Respondents: top executive of the compa
structured interviews used

Response rate: 30.7%

Measure of innovation was in thre
spheres: product, process, and
administrative systems
ny,

Performance measures: market
share, profitability, productivity an
customer satisfaction

eHRM practices have an effect on innovatior|

HRM practices can on their own affg
innovation, and innovation can link HR
practices with firm performance

)
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Overall, these studies suggest that the utilisatibitHRM practices may increase
employee knowledge, skills and abilities, which argortant for a company’s

discovery and coordination of innovation processesirsen (2002), for example,
suggests that HRM practices can increase the td\dgcentralisation in a company,
and such an environment can increase the likelihob@ better utilisation of

employee knowledge, skills and expertise. Howether examination of some of the
empirical studies suggests that the relationshiydsen utilisation of HRM practices

and innovation is not always positive. Studies saglShipton et al. (2005) showed
that HRM practices were positively related to inaten in products and

technology, but not related to production proces$eégse mixed findings suggest
that the link between HRM practices and innovatieeds further research in order
to arrive at unequivocal findings. Neverthelesgrehis evidence that companies
utilise HRM practices to support innovation (Seatel Ball 2003), and there are
variations in the extent to which companies inetéht sectors adopt various HRM

practices (De Jong & Vermeulen 2006).

3. 1. 4 Conclusion and Hypothesis

Based on the literature concerning the theoretca empirical studies linking the
uses of HRM practices and an organisations’ innomatthis study has adequate
evidence to propose that a greater use of HRM ipeactnatter in determining and /
or affecting the level of an organisation’s innowat It is consequently reasonable

to propose the first hypothesis in this study that:
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Hypothesis 1 More extensive use of HRM practices so-called HRWill be

positively associated with innovation.

3. 2 Studies Linking HRM and Productivity

3. 2. 1 Introduction

Organisational performance can be considered frémngg number of perspectives.
These include but are not limited to, productiviprofitability, economic value

added, innovation rate, service quality and custaaevice (Nikandrou, Cunha, and
Papalexandris 2006). Organisational productivity lheen associated with work
systems and theories that link organisational cesray the shop-floor level with
organisational strategies that enable employeepraduce a greater volume of
output, or produce a qualitatively superior or mearied output with a given

amount of resources (Appelbaum et al. 2000). Ssuoiieorganisational productivity
have also related productivity growth to a numbeea@nomic outputs, such as the
rise of the standard of living and material welfg§f@pelbaum et al. 2000), and
behavioural outcomes such as job satisfaction (Rnmc and Rhodes 2005). A
decline or a slowdown in the rate of productivitsowth can be a threat to an
organisation’s competitive advantage or strategythére is an increase in
competition in product markets (Appelbaum et aD®@O0 Thus, for an organisation
to remain competitive, sustained productivity growis necessary for its

effectiveness in the market economy.
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3. 2. 2 HRM Practices and Productivity

One of the early research projects that linked Hptittices with firm performance
is a study by Huselid (1995). He studied 816 fiimpublic-owned companies. He
sent questionnaires to 3452 HR professionals witsponse rate of 28 per cent. His
research objective was to find if a link existedws®en strategic human resource
management practices (specifically those calledh lpgrformance work practices)
and firm performance. The main performance measuege turnover, stock value
and profitability. His research findings concluddtht HPWS had a significant

impact on workforce productivity and turnover.

Guthrie (2001) conducted a research project atma-level in New Zealand. His
sample consisted of 164 business organisationgesepting a 23.4 per cent
response rate. The HPWS indicators included highlvement work practices and
his performance measures were employee retentidnpaoductivity. His study
findings concluded that firms which strongly uwishigh involvement work

practices were associated with an increase in ptodhy.

Another study on the linkage between HRM practiaed firm performance was
conducted by Guest, Michie, Conway and Sheehar3)20Wis is one of the largest
UK company-level studies on the link between HRMagtices and firm
performance. This study explored 366 UK manufanturiand service-sector
companies. The aim of the study was to examinedata¢éionship between HRM and
firm performance using objective and subjectivefqrenance measures and cross-

sectional and longitudinal data. One of the hypstlsen this study was: there will
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be an association between greater use of HRM peasctand higher labour
productivity (Guest et al. 2003). The results irs $tudy showed that with regard to
the linkage between HRM practices and labour privdtcin general (where data
on productivity was collected from the objectivedamdependent financial
information), there was no significant associatimetween greater use of HRM
practices and productivity. There was, howeverigaificant association between
HRM practices and sector, and the association vgiseh and significant in the
services sector. In terms of the overall effect HRM practices on financial
performance, particularly profit per employee, thiady showed that there was a
positive association between HRM practices anditppar employee, and it was
more significant in the manufacturing sector, ivehen there was a detailed sector-
by-sector analysis (Guest et al. 2003: 304). Thadyais using subjective measures
of firm performance (data collected from seniotediors) and the linkage between
HRM practices and firm performance showed thatr&he a significant association
between greater use of HRM practices and estinwdtiesth productivity (beta 0.19;
p < 0.001) and financial performance (beta 0.12;(05)’ (Guest et al. 2003: 307).
It can be suggested here that the subjective mesmsafrfirm performance were
fairly weak. Guest and his colleagues acknowledhie weakness and suggest that
the subjective measures used were cross-sectioleally, utilisation of objective
and subjective measures of performance shouldeaat {o different findings. It is
possible to conclude accordingly that cross-seati@md longitudinal procedures

might have been the reason behind variations setperformance measures.
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Research work by Ramsay, Scholarios and HarleyO2@tong the UK small and
large organisations consisted of data based onl®®8 Workplace Employees
Relations Survey (WERS 1998). This research ainsedxamine the relationship
between the utilisation of various HRM practicesl @mployee and organisational
performance outcomes. Informants in this study wéRemanagement respondents
from each company (yielding an 80 per cent respoats), and employees who
completed attitude survey-questionnaires in eveamnmany. The employee-level
data was used to present attitude measures amdaih@gement questionnaires were
used to represent HPWS practices and organisatipaebrmance outcomes.
Performance measures used in this study includedompany’s financial
performance, labour productivity, and quality obgct service. Informants were
also asked to rate whether productivity levels gade up or down. The study found
that measures of HPWS had consistent positive tefi@e workplace performance.
High performance work practices were positively oagsted with reports on
increased labour productivity. Other performancécomes that were positively
associated with high performance work practicekiged financial performance and
guality of product service. Additional positive diimgs include a positive association
between greater use of HRM practices and a nhumbemployees’ positive job

experiences.

Cappelli and Neumark (2001) studied work practiaed their relationship with
organisational level outcomes. Measures for worlactices included high
performance work systems. Their data came fromeysgr conducted by the U.S

Bureau of Census for the National Center on thecBiilonal Quality of the Work
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Force. It was a telephone survey covering privataldishments with more than 20
employees. Establishments in the manufacturingosead establishments with
more than 100 employees were oversampled. The ttamgpondent in the
manufacturing sector was the General Manager, anthe non-manufacturing
sector, the local business site manager. The pahdependent variables were sales
per worker and total labour costs per worker. Wégard to productivity, Cappelli
and Neumark’s (2001) study found that many of tlséinmeated effects appear
positive, but there was weak statistical signifoabetween various HRM practices
and sales per worker. Their conclusion in thisifigdwvas: ‘Overall, then, although
many of the estimates are consistent with pospiregluctivity effects, the evidence

is weak statistically’ (p. 756).

Table 3.3 below provides a summary of empiricalksarn the relationship between

HRM practices and productivity. It briefly presetite name(s) of the author(s), the

sample and method, the topic of research and ldenfys that were obtained.
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Table 3.3 A Summary of Empirical Studies on thekLBetween HRM Practices and Productivity

Author(s)

Sample and Method

Topic/Focus

Findings

Arthur (1994)

USA: 30 of 54 mini-mills in the stee
industry, survey to HR managers

Response rate: 56%

HRM practices and
manufacturing performance
and turnover

High commitment HRM practices were
associated with lower scrap rates and
higher labour efficiency than control
based systems

Huselid (1995)

968 US-owned firms with more that
100 employees, survey to HR
managers

Response rate: 28%

nLink between strategic humar
resource management practic
and firm performance

1 HPWS had a significant impact on the
agorkforce productivity

MacDuffie (1995)

USA: survey of 62 automotive
assembly plants

Response rate: 67%

HRM practices and policies
and labour productivity and
quality

Innovative HRM practices as interrelate
elements affect productivity and quality
when they are integrated with

manufacturing policies of a flexible work
system

Huselid, Jackson &

USA: 293 publicly held firms, survey

SSHRM practices , corporate

Strategic HRM were positively associatg

2d

Schuler (1997) to senior executives in HR departmerfinancial performance and with employee productivity, cash flow
Response rate: (92%) senior employee productivity and market value
executives, and line managers (11%j)
Ramsay, 1998 Workplace Employee Relations HPWS and performance HPWS is positively associated with
Scholarios & Survey (WER98), management and measures: company’s financiaincreased labour productivity, financial
Harley (2000) employee-questionnaires on HRM | performance, labour performance and quality of product

practices
Response rate: 80%

productivity, and quality of
product service

service
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Table 3. 3(Continued)

Author(s)

Sample and Method

Topic/Focus

Findings

Guthrie (2001)

New Zealand: 164 business firms W
100 or more employees, surveys to
senior managers

Response rate was 23.4%

itthe relationship between high
involvement work practices
and firm outcomes (in
particular labour productivity)

1In firms that strongly utilised high

was associated with a decrease in
productivity

involvement work practices, there was g
increase in productivity, and lower use

18

Datta, Guthrie &
Wright (2005)

132 publicly traded firms having mor
than 100 employees and more than
50 million in sales

Surveys with senior HR executives
Response rate: 15%

eHRM practices and labour
$productivity and whether
industry characteristics matte
in the relationship between
HPWS and productivity

HPWS on productivity, and industry

which HPWS impact on labour
productivity

In general there were positive effects of

r characteristics influenced the degree to

Flood et al. (2005)

132 companies in Ireland

Key informants: General Managers
and HR Managers

Response rate 13.2%

HPWS and performance
measures, in particular, firm
productivity, innovation, and
turnover

Greater use of HPWS is positively
associated with productivity

Stavrou & Brewster
(2005)

CRANET questionnaire among 14 E|
member states, 3702 for-profit
businesses, respondents were highe
ranking corporate officer in charge o
HRM

Response rate: N/A (CRANET

LLinking SHRM bundles with
business performance

St-

f

dataset)

Six HRM bundles were positively
connected to performance. Training
bundle suggested that training and

by maximising productivity

development add value to organisations
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Table 3. 3(Continued)

Author(s)

Sample and Method

Topic/Focus

Findings

Sun, Aryee & Law
(2007)

China: 81 hotels in Eastern China,
surveys to HR managers and
supervisors of frontline subordinates

Response rate: 86%

High performance HRM
practices and performance, in
particular, labour productivity

High performance HRM practices were
positively related to labour productivity

Birdi et al. (2008)

UK: 684 manufacturing companies
three surveys. Telephone and posta
surveys and interviews with senior
managers: final sample 308 compan

Response rate: 45%

The impact of human resourc
and operational management|
practices on company
igsoductivity

eEmpowerment and extensive training had

positive and significant effects on
company productivity

Team work had no significant impact on

company productivity

Flood et al. (2008)

Ireland: 132 companies

Key respondents: General Manager:
and HR executives /managers

Response rate: 13.2%

HPWS and company

;performance, in particular,
innovation, productivity and
turnover

More extensive use of HPWS is

associated with increases in productivity

Guthrie et al.
(2009)

Ireland: 165 companies. Key
informants: HR and GM executives

Response rate was 12.3%

HPWS and productivity and
labour expense

Greater use of HPWS was associated wi

labour productivity and reduction in
labour expenses (costs)

2 The investigator of this research (Thadeus Mkamsvaamed as a co-author in this study by Floodh@aitLiu, Armstrong,
MacCurtain, Mkamwa, & O’Regan 2008): ‘New ModelsHifh Performance Work Systems: The Business Gasstfategic
HRM, Partnership, and Diversity and Equality SyssemCPP & The EA, Dublin.
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Overall, the studies on the relationship betweenvVH®Ractices and productivity
presented above support the theory that employeesbe resourceful to the
company, and when they are managed well they catriloote positively to the
company’s productivity. In this regard, utilisatiohHRM practices is presumed to
enhance productivity. However, some empirical sidvere not able to establish
positive associations between HRM practices andymtivity outcomes. This might
have been due to variations in the methods usedsassing company performance
measures. Guest et al. (2003), for example, coediutiat their research found
mixed results which were predominantly negative.eylhacknowledged this
weakness, by associating the findings to whetherdéita used was cross-sectional
or longitudinal, and whether the key sources obnmfation were HR executives or
objective performance data. Nevertheless, thisemtestudy has adequate evidence
to suggest that when HRM practices are used wadletis a likelihood of positive

association between HRM practices and productmtigomes.

3. 2. 3 Conclusion and Hypothesis

Based on the review of literature relating to thearetical and empirical studies that
link HRM practices with firm productivity as expkxdt above, there is adequate
evidence to suggest that HRM practices may havepact on productivity. In this

regard, this study proposes the second hypothesssi study:

Hypothesis 2: More extensive use of HRM practices, so-called HRWill be

positively associated with companies’ productivity.
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3. 3. Empirical Studies Linking HRM and Turnover

3. 3. 1 Introduction

Employee turnover, which generally includes volaptand involuntary departure
from the organisation (Bohlander and Snell 2008)aiphenomenon that exerts
significant pressure on employers due to its aasedi cost. The effects of
employees’ turnover in terms of costing include gbparation costs of the departing
employee, replacement costs and training costghiernew employee. Thus the
financial impact includes administration of the igestion, recruitment and
selection, finding cover during the vacancy peredininistration of recruitment and
selection process, plus induction training for tieev employees — just to mention a
few (Bohlander and Snell 2007; CIPD 2008, 2009)hiBoder and Snell (2007)
further argue that ‘the costs are conservativetymeged at two to three times the
monthly salary of the departing employee and doimdtide indirect costs such as
low productivity prior to quitting and lower moraland overtime for other

employees because of the vacated job’ (ibid. p. 90)

Following March and Simon (1958), Lee, Lee & Lun®@8) identified two factors
that determine employees’ decision to stay in a pamg. These include the
perceived desirability and the perceived ease ofem@nt out of the organisation.
Perceived desirability of movement, or ‘push fagtm normally influenced by job
satisfaction. The perceived ease of movementpuwit factor’, is influenced by a

person’s perceptions of the availability of jobghe external job market.
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Besides the push and pull factors, there are psygltal and cognitive reasons
behind employee turnover. These factors are linkiglal negative job attitudes (Lee
et al. 2008). In this respect, researchers hakedivoluntary turnover with negative
job attitudes among employees in an organisatiderdture on employee turnover
shows, however, a number of other factors thatdedarmine employees’ voluntary
turnover. These include, but are not limited toasans unrelated to job
dissatisfaction such as unsolicited job offers (@er1990). Other reasons include
job-related shock such as downsizing, pursuit af meork-alternatives such as
schooling or family, or a strategy to quit aftecertain amount of time (Lee et al.

2008; CIPD 2008, 2009).

3. 3. 2 HRM Practices and Turnover

Most of the studies that have examined the linkvbethh HRM practices and labour
turnover have been conducted with labour turnoweng one of the dependent
variables (Sun, Aryee and Law 2007; Yalabik, Chexwler and Kim 2008; Guthrie

et al. 2009). Similarly, companies that utilisedW® threatened their competitive
advantage when they carried out layoffs (Zatzickt arerson 2006). Thus, HPWS
and an increase in turnover may be incompatiblis. diso likely that work pressure
can increase among employees due to HPWS. Thignnntay lead to turnover. In
this regard, competitive companies have to use HRattices that reduce labour
turnover since it is, whether voluntary or involamt costly to the company

(Bohlander and Snell 2007).
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Guest et al. (2003) hypothesised that there wikhbb@ssociation between the greater
use of HRM practices and lower labour turnover. Témults in their study showed
that the linkage between HRM practices and labaunaver (where data on the
latter was collected from the subjective HR direstmterviews), was significant.
Their study reported an association between thatgreise of HRM practices and
lower levels of labour turnover (beta = - 0.14, ©.81). Furthermore, when these
results were examined according to the type ofosedhe findings remained

significant in the manufacturing sector and nathi@ services sector.

Richard and Johnson’s (2001) study on the relatipnisetween the effectiveness of
SHRM and bottom-line outcomes, in particular labéwmover, showed that an
effective HR management system may contribute toolter reductions. This
finding from regression outcomes showed that aietrolling for variables such as
total assets and holding company ownership, SHRigc#feness was negatively
related to firm turnover. The effect size in thesluction of turnover was beta = -.32,
p < .01. The findings also suggested that the ilmpa&HRM effectiveness on firm
turnover did not depend upon strategy, becausast weasured as an intermediate

variable and thus did not depend on an organisatgmals or strategy.

Table 3.4 below provides a summary of the studieshe link between HRM

practices and labour turnover. Overall, the studigggest that greater use of HRM
practices is related to lower employee turnovemg@anies that extensively utilised
HPWS experienced lower turnover than companies Were less extensive in

utilising these practices.
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Table 3.4 A Summary of Empirical Studies on thekLiBetween HRM Practices and Turnover

Author(s)

Sample and Method

Topic/Focus

Findings

Arthur (1994)

USA: 30 of 54 mini-mills in the steel
industry, survey to HR managers

Response rate: 56%

The relationship between HRM
practices and manufacturing
performance

Organisations that utilised
commitment-based HRM practices had
lower turnover than companies that

adopted control-based HRM practices

Huselid (1995)

USA: 968 US-owned firms with more
than 100 employees, survey to HR
managers

Response rate: 28%

Link between strategic human resour
management practices and firm
performance

ceélPWS had a significant impact on the

workforce turnover

Shaw, Delery,
Jenkins & Gupta
(1998)

USA: 227 organisations with more than
employees, surveys to highest-ranked
HRM manager

Response rate: 36%

3The relationship between HR
investments and indirect investments
and voluntary and involuntary turnove

rvoluntary turnover

HRM inducements and indirect
investments were negatively related t

O

Guthrie (2001)

New Zealand: 164 firms employing eno

than 100 individuals, surveys sent to
senior managers

Response rate: 23.4%

r The relationship between high
involvement work practices and
employee turnover

High involvement work practices were
associated with a decrease in labour
turnover

Batt (2002)

USA: telephone surveys to US

establishments-call centres, respondent

were general managers
Response rate: 54%

Examine among other things, the
srelationship between human resource
practices and employee quit rates

> that utilised and emphasised HRM

Quit rates were lower in establishments

practices such as high skills, employe
participation in decision making

(0]
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Table 3. 4(Continued)

Author(s)

Sample and Method

Topic/Focus

Findings

Wang & Zang (2005)

China: Survey of local Chinestmprises

and international joint ventures, 358

managers from 75 companies participat

in field surveys

Response rate: N/A (convenient samplir

Examine the relationship between
functional HRM and strategic HRM
ednd organisational performance

9)

Strategic HRM (defined as HRM
practices related to long-term effects ¢
company performance) was associate
with less personnel turnover

Sun, Aryee & Law
(2007)

China: 81 hotels in Eastern China. Surv

to HR managers and supervisors of
frontline subordinates

Response rate: 86%

eyihe relationship between high
performance HRM practices and
performance (in particular annual staf
turnover)

High performance HRM practices wer
negatively related to employee turnov

fand significantly predicted change in
staff turnover

Yalabik, Chen,
Lawler & Kim (2008)

East and Southeast Asia: Korea, Taiwar

Singapore & Thailand. 492 surveys
(senior HR managers) were collected

Response rate: 35%

1,Examine the impact of HPWS on
voluntary and involuntary
organisational turnover

HPWS reduced both forms of turnove
in locally owned companies more thar
in Western and Japanese multinationg
companies

Zheng, O’'Neill &
Morrison (2009)

China: 74 small and medium-sized
enterprises (SMES) in various cities in
China. Interviews with managers from
SMEs

Response rate: less than 10%

The relationship between HRM
practices, the adoption of innovative
work practices and organisational
performance

SMEs with innovative HRM practices
were better in achieving lower staff
turnover than companies that did not
embrace the practices

Guthrie et al. (2009)

Ireland: 165 companies. SukR and
GM executives

Response rate: 12.3%.

The relationship between HPWS and
HRM outcomes: in particular
absenteeism and turnover

Greater use of HPWS was associated
with a reduction in absenteeism and
voluntary turnover
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Overall, the review of literature and the studiesspnted in table 3.4 suggest that
utilisation of HRM practices can influence employegkelihood of voluntarily
quitting or not quitting the company. In this regjavarious studies suggest that a
negative association between HRM practices andulalbarnover exists. Other
studies make claims that there are company difee®im the extent to which HRM
practices influence turnover, and so no conclu§ivegings can be derived. These
variations are either due to the type of the comps@actor, size or country of origin.
With such mixed results, further research shoulddreucted to examine the extent

to which the utilisation of HRM practices influenzenover.

3. 3. 3 Conclusion and Hypothesis

Based on the literature on the association betweemnses of HRM practices and
reductions in an organisation’s labour turnoveeate evidence exists that HRM
practices have an impact on the way employees eetmdstay or leave the

organisation. In this respect, this study prop@stsrd hypothesis:

Hypothesis 3 More extensive use of HRM practices, so-called\r ? will be

negatively associated with labour turnover.

3. 4 Conclusion

This chapter examined the literature on studietlthked HRM practices and firm
performance. Specifically, the chapter focused lored performance outcomes:
innovation, productivity and turnover. Overall, skeestudies suggest that utilisation
of HRM practices, may enhance workforce innovatipmductivity and reduce

labour turnover.
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CHAPTER FOUR

HUMAN RESOURCE MANAGEMENT PRACTICES
AND EMPLOYEE OUTCOMES

4. 1 Introduction

This chapter presents theoretical and empiricalisuon the relationship between
HRM practices (the so-called high performance wprkctices) and employee
outcomes. Specifically, the chapter presents enegl@erceptions of HRM practices
and their impact on employee behavioural and ditial outcomes. This is followed
by a presentation of major studies that have exadniime relationship between
HRM practices and innovative work behaviour (IWB)yganisational citizenship
behaviour (OCB), tenure intentions and percepti@isjob demands. Study
hypotheses are developed after a review of relétethture in each respective

section.

4. 2 Perceptions of HPWS and Employee Outcomes

Employees’ beliefs about their organisation, wogkeonditions and HRM practices,
l.e., organisational climate (Bowen and Ostroff £20C0contribute greatly to their
feelings and the level of engagement in discretipragtivities in the workplace
(Evans and Davis 2005; Konrad 2006). This is bezamigyanisational climate
captures employees perceptions regarding whatdf/ptkM policies and practices
are expected and implemented in an organisatiahywdrat behaviours are expected
and rewarded in the organisation (Zohar 2000; Boared Ostroff 2004; Zohar and

Luria 2005). Research on HPWS suggests that ‘osgHans offer resources and
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opportunities that improve the motivation, skilédfitudes and behaviours of their
employees’ (Kuvaas 2008:1). Thus, exploring empdgyattitudes about the use of
HPWS will be a step forward in analysing the impaftHRM practices on

performance through variables such as employeevative work behaviour,

retention and workplace citizenship behaviour. Dtesp number of studies that
have suggested a positive impact of HPWS on empleyttudes and behaviours
which in turn improve firm performance (VandenbeRjchardson and Eastman
1999; Appelbaum et al. 2000; Ostroff & Bowen 20@ailey, Berg and Sandy
2001), some studies claim that the positive implees of HPWS for employees are
uncertain (Godard 2004). Similarly, studies condddh steel and iron industries in
the UK suggest negative implications of HPWS forptayees (Blyton and Bacon
1997; Bacon and Blyton 2000; Bacon and Blyton 20B3agcon, Blyton, and

Dastmalchian 2005). These studies claim that th&tsel and iron industry
workplaces have employees who are already consttany work-life conflicts,

difficult working conditions and psychological dtra due to the nature of the job
itself. The studies also suggest that these newk \paactices provide no defence
against an environment which is characterised hghtened job insecurity (Bacon
& Blyton 2001). Similar studies suggest that themanufacturing workplaces
increase negative outcomes to employees such asssand decreased work
satisfaction (Ramsay, Scholaris and Harley 200@weVer, Appelbaum and her
colleagues’ (2000) study in steel mills and apparehufacturers, showed positive
relations between employees’ perceptions of HPW® attitudes such as trust,
organisational commitment and intrinsic enjoymehthe work. Konrad’'s (2006)

study on employees’ perceptions of HPWS in the Wu8veyed employees in the
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life insurance industry. The study assessed thatioekhip between employee
perceptions of the power they have to make de@saml the rewards they get. The
findings in the study showed that the usage of HRVES positively associated with

employee morale, employee retention, and the cormagdmancial performance.

Regarding reasons behind companies’ utilisatiotBIWS, research based on the
labour process theory suggests that HPWSs are gatplwy companies in order to
elicit employee commitment, engagement, initiatives/alty and ideas for the
benefit of the employer (Osterman 1995; Konrad 20R6nrad (2006) suggests that
HPWS are employed by the management in order teldpwpositive beliefs and
attitudes that are associated with employee engagemnd commitment. The
practices and the beliefs engendered generateetiswry behaviours that are
necessary in enhancing company performance. Shaami and Desai (1999)
suggest that due to international competition, cammgs are forced to implement
work practices and systems which place increasemahds on employees to work
smarter, better and faster. Osterman (1995) owttier hand contends that, besides
commitment and loyalty, HPWSs are adopted to a my@ater extent than is
expected under traditional employment relations.thWthese new systems,
employees are involved in tasks that are not gpécif their job description. He
argues that problem solving, production technigqgeslity issues, health and safety
issues, he argues, are traditionally managerial @aoid employee issues. Thus,
according to Osterman (1995) and Guest (1999), whiea examines HPWS

critically, it is more likely to consider HPWS asre beneficial to the companies
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than to the employees. This point is emphasise@Gbgst (2008:129) who states
that, if high performance work systems are not awacth from employee
perspectives they may be seen as a managemenblctodl designed to make

employees committed to the company while emplogeedttle in return.

As an alternative approach, Paauwe and Boselie8j2@dvocate the adoption of a
balanced approach in HRM-performance managemenieamqloyee outcomes by
calling for a high performance work system whersudficient degree of trust,
legitimacy and fairness is fostered. They clains thpproach will in the long run
reduce dissatisfaction, burnout and stress in tlekfarce. Paauwe's (2004)
contextually-based human resource theory sugdestdang term viability can only
be achieved if an organisation balances econondcar@ational rationalities. Thus,
an in-depth examination of HPWS and company permee should include a good
look at employees’ perceptions. Overall, reseafobws that HRM practices, in
particular, HPWSs are linked to various employegcames (Vandenberg,
Richardson & Eastman 1999; Guest, David & Conwa§91%ambert 2000; White
et al. 2003; Takeuchi 2009). Table 4.1 below presid summary of key study
findings on employee perceptions of HRM practices particular HPWSs, and
various employee outcomes. Overall, the table shawsimber of studies which
have established a positive association betweenoge® perceptions of HRM
practices and company and employee outcomes. Howehaze are studies which
show mixed or negative associations between HPWIScampany and employee

outcomes.
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Table 4.1 Findings on Key Studies on Employee Reiaes of HRM Practices

Author(s)

Sample/Method

Focus

Findings

Berg et al. (1996)

USA: corporate officials fronplants
and approximately 100 employees fro
each company in U.S apparel industry

Interviews by telephones, and compa
records

Response rate: 69%

Compares employees’
nperceptions of alternative work

methods: modules/team vs.

bundle production and firm
nyperformance

Teamworking produced superior performan
i.e. enhanced motivation and job satisfactio|

Work design promoted effective production
through design efficiencies and economies
self -regulation

>

of

Guest & Conway

UK: random sample of 1000 employe

pCompares employee

A strong relationship between high take-up

of

0«

(1999) from organisations with 25 or more | perceptions and reports on howHPWS and employees’ perceptions of
staff HRM practices and policies | positive experiences and attitudes towards
affect their experience and their jobs
Telephone interviews on a random attitudes towards their jobs
basis, using random digit dialling A strong relationship between non-practisin
of HPWS with employees’ negative attitude
Response rate: 39% towards their jobs
Vandenberg, USA & Canada: 3570 employees fromi Measures the effects of high | High involvement work practices positively

Richardson & Eastman
(1999)

49 life insurance companies in US an
Canada

Random selection of employees from
participating companies, 71% were
from non-managerial ranks

Response rate: 20% of employees in

Hinvolvement work practices on|
employee morale variables

influence employee morale variables, and t
indirectly affect organisational effectiveness
(morale variable included organisational
commitment, job satisfaction, and turnover
intentions)

nus

each organisation that participated
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Tab

le 4. 1(Continued)

Author(s) Sample/Method Focus Findings
Appelbaum et al. USA: employees from 15 steel mills, 17/ Examines how HPWS affect | Workers in high involvement plants showeg
(2000) apparel manufacturers, and 10 medicakmployee attitudes and more positive attitudes such as trust in theif

electronic instrument and imaging
equipment producers in US

Interviews with managers and surveys
of at least 100 employees from each
plant visited, selected at random

Overall response rate: 68% (steel
industry 64%, apparel 67%, and
medical imaging 77%).

experiences at work

Measures employees’ perceiv
5 work pressure with the

introduction of work teams ang
off-line problem solving teams

managers, organisational commitment and
intrinsic enjoyment of the job

ed

There was no evidence that HPWS leads tg
‘speed-up’ and so negatively affect
employees’ stress

Bacon & Blyton (2000)

UK: 30 employees (Union
Representatives) from Iron and Steel
Trades Confederation (ISTC) in UK.

Survey sent to all 300 workplace
representatives who represented mar
workers

Response rate: 52%

Examines perceived effects of]
teamworking and other related
team practices among
employees

ual

Teamworking was associated with a decling
in the number of workers, decline in worker
enjoyment of their job, and decline in worke
motivation and interest in the job

Employees could, however, benefit when
teamworking was introduced with manager
negotiating with unions

= P

U7

Ramsay, Scholarios &
Harley (2000)

UK: 1998 Workplace Employee
Relations Survey (WER98) across sn]
and large organisations

Management and employee
guestionnaires on HR practices
(matched)

Examines the impact of HPW{
alvhen used as individual
practices or as a set or bundle
practices

5 Mixed results: HPWS was associated with
positive employee experiences; pay
datisfaction, job discretion, and commitmen

HPWS was also associated with negative
employee attitudes: i.e., poor management
relations, low pay satisfaction, less job
security, low commitment, high job strain

Response rate: 80%
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Table 4. 1(Continued)

Author(s)

Sample/Method

Focus

Findings

Bailey, Berg & Sandy
(2001)

USA: managers and employees from
establishments in steel, apparel and
medical electronics and imaging
industries

Interviews with managers and survey
with workers at 40 manufacturing site
across three industries from 1995 to
1997

Response rate: N/A (case study)

AB8ompares employees’ wage
levels with employees’
opportunity to participate in
teams, autonomy over work
tasks, and opportunity to
communicate with employees

5 outside work group

Workers in HPWS environments earn more
than in traditional workplaces and have higl
influence over their earnings (pay linked to
performance, training, more discretionary
effort)

In apparel, teams with high level of autonorj
and communication led to high performancs
and benefits to both employers and employ

ner

”

ees

Fulmer et al. (2003)

USA: Fortune list ‘The 100 Bes
Companies to Work for in America’

Extensive employee survey, mean of
136 employee respondents per firm

Response rate: 58%

Assesses employee

relations/attitudes to HRM
practices as seen by employes
and financial performance

Higher financial and market performance fg
companies having the most favourable
remployee relations and attitudes

Lee & Bruvold (2003)

USA & Singapore: 405 nursesfirUS
and Singapore

Surveys to two independent samples.

Response rate: US sample 40%
Singapore sample 87.5%

Examines the relationships
among perceived investment i
employees’ development, job
satisfaction, organisational
commitment and intent to leav

Developing employees’ skills and
ncompetency was associated with job

satisfaction, and affective commitment, and

reduced intent to leave the organisation
e
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Tab

le 4. 1(Continued)

Author(s) Sample/Method Focus Findings
Bacon & Blyton UK: Employees from five sites of Examines employees’ views of Employees felt that teamworking was
(2005) CORUS: Ebbw Vale and Trostre, team-working with respect to | introduced to protect managers, their jobs g

Teesside and Scunthorpe, and Shottd

Workplace interviews and surveys for
two years from 1998

Response rate: 31.3%

rdifferent work outcomes such
as job satisfaction and job
security

careers and not those of employees

Employees felt managers were enforcing
consent through promoting and favouring
compliant individuals: unfair treatment

\ind

Edgar & Geare (2005)

New Zealand: 626 employean #0
organisations and 37 employer surve,

Matched data sets were used to test
relationships

Response rate of 58%

Tests the relationship betweer
YHRM practices and employee-
work related attitudes

Significant results between HRM practices
and employee work-related attitudes

There was statistical significance when HR
was assessed from employee perspective,
no significant relationship when measured |
employer reports

and
Dy

Frobel & Marchington
(2005)

UK: employees from PharmCo
Germany and PharmCo UK.

Structured and semi-structured
interviews with managers, team leade
team members and union
representatives

Response rate: UK 79%, Germany 68

Examines employee and team
member perceptions of
teamworking, job design, teani
relations, internal motivation,

rgob satisfaction, organisational
commitment and perceived jol
security

%

Worker perceptions were moderately positi
with different teamwork dimensions

Team members felt that they had higher ley
of autonomy and greater opportunities to
participate in decision making (PharmCo
Germany). In general employees showed jq
satisfaction and commitment

ve

els

b

Ghebregiorgis &
Karsten (2006)

Eritrea: survey of 252 employees fron
eight private and state-owned

1 Examines employee
perceptions and experiences (

organisations & on-site interviews with HRM practices and

managers

organisational performance

Response rate: 84%

Positive employee attitudes to HRM were
fassociated with an increase in productivity
and a low employee turnover, absenteeism
and grievances
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Tab

le 4. 1(Continued)

Author(s)

Sample/Method

Focus

Findings

Khilji & Wang (2006)

Pakistan: 195 interviews an@igs
guestionnaire responses of senior
managers, managers and non-manag
(bank industry)

Response rate: 51%

Assesses employee perceptio
of HRM practices and
eesnployee outcomes

nEmployee satisfaction with HRM translated
into improved organisational performance
(not the mere presence of the HRM practicg

2S)

Macky & Boxall (2007)

New Zealand: 424 surveys with urban
registered electors of voting age

Response rate was 22.6%

Examines the relationship
between HPWS and employee
attitudinal outcomes such as jq
satisfaction, trust and
commitment

Employee scores on a HPWS index was

» associated with additive, positive employee
Dlmutcomes such as trust, intentions to remai
with the employer and job satisfaction

Kalmi & Kauhanen
(2008)

Finland: The Quality of Work Life
Survey (QWLS-2003), 4104 interview

Response rate: 78%

Examines the relationship

sbetween workplace innovation
systems and employee
outcomes

Workplace innovations were mainly
associated with beneficial outcomes for
employees e.g., an increase in job security
job satisfaction

and

Kuvaas (2008)

Norway: alliance of savings banks in
2003

Employee survey: 593 employees fro
64 banks

Response rate: 39%

Examines the quality of
employee-organisation
relationship and whether or

mhow it influences the
relationship between
perceptions of developmental
HRM practices and employee
outcomes

Positive association between perception of
developmental practices and work
performance

Negative association for employees who
reported low quality employee-organisation
relationship

Nishii, Lepak &
Schneider (2008)

USA: survey of 4,208 employees and
1,010 department managers, nested
within 362 departments across 95 sto

Response rate: employees 94%,

Examines the relationship
between HRM practices and

resmployee attitudes and
behaviours and customer
satisfaction

managers 92%

Positive association between employee
perceptions and attributions of HRM practig
and various behavioural outcomes such as
ocCB
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The review of literature and the studies preseime@iable 4.1 above suggest that
utilisation of HRM practices is associated with igas employee attitudinal and
behavioural outcomes. While some studies show iges#mployee outcomes such
as enhanced motivation and morale (Berg et al. 1986denberg, Richardson &

Eastman 1999), others show negative outcomes suicitieeased job strain and less
job security (Bacon & Blyton 2000), and still otkesffer mixed results (Ramsay,
Scholarios & Harley 2000, Godard 2004). These chkfiees may be due to
methodological differences or variations in theedt approach, or contextual

differences (sample size, industry or sector, aguait origin etc.) from one sample

to another. Since the primary focus of this stuslynot to examine national or
contextual differences relating to employee peioegtof HPWS among countries,
it suffices to suggest that utilisation of HRM piees, so-called HPWS, will have
some influence on employee perceptions of varioMHpractices in their

workplaces. In this regard, the research desighisfstudy suggests that utilisation
of HPWS at company level will have an impact on Eyge level behavioural and

attitudinal outcomes. It is therefore, reasonablsuggest the following hypothesis
which suggests an association between compangaitdn of HPWS and employee

attitudinal outcomes.

Hypothesis 4: More extensive use of HPWS will be associated watsitive

employee perceptions of HRM practices.
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4. 3 HRM Practices and Innovative Work Behaviour

Innovative work behaviour (IWB) is defined as ‘thatentional creation,

introduction and application of new ideas withiwerk role, group or organization,
in order to benefit role performance, the groupm@anization’ (Janssen 2000: 288).
It is also related to ‘the voluntary willingness liye individual employees to
constitute on-the-job innovations — for exampleptigh the upgrading of ways of
working, communication with direct colleagues, thse of computers, or the
development of new services or products’ (Dorenbp$an Engen and Verhagen
2005: 129). Janssen (2000) identifies four intatssl sets of behavioural activities
that constitute IWB. These are problem recognitidea generation, idea promotion
and idea realisation. Problem recognition and idgmeration are generally
perceived as creativity-oriented behaviour, ané igeomotion and idea realisation
are perceived as implementation-oriented behavibarenbosch, Van Engen &

Verhagen 2005). Figure 4.1 below summarises thedtages of IWB.

FIGURE 4.1 Four Stages of Innovative Work Behaviour

PROBLEM IDEA IDEA R IDEA
RECOGNITION GENERATION PROMOTION [ | REALISATION

A 4

CREATIVITY-ORIENTED WORK .| IMPLEMENTATION-ORIENTED
BEHAVIOUR " WORK BEHAVIOUR

Adapted from Dorenbosch, Van Engen and Verhage®5(2080).
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Many organisations expect and look at innovatiora dsng-term survival strategy
and a source of sustained competitive advantag#d (&i al. 2001). For company
viability, innovation and innovative work behavisuamong its workforce need to
be explored. In particular, it is often necessamy dompanies to explore the ways
through which employees can be motivated and eddblevork innovatively (Van

de Ven 1986; Janssen 2000; Parker 2000; Chow 2808)larly, perceptions which

employees have with regard to an organisation’ssetgions for behaviour and
potential behaviour outcomes can influence theiell®f innovativeness (Scott and
Bruce 1994; Boselie, Hesselink, Paauwe & Van deel®/R001). For Scott and
Bruce (1994), employee perceptions of the climatarinovation affect their IWB,

in particular, when they are dealing with indivitlpaoblem solving, when they are
dealing with work group relations, and also wheeytthave to deal with the
relationship between employees and the leadershifhe organisation. In this
respect, one can conclude that there is an associa¢tween employee IWB and

the extent to which companies foster the climaterfoovation in the company.

Like organisational citizenship behaviour, IWB cisis of engaging in extra role
job demands which may not be mandated by the aggaon (Morrison and Phelps
1999). They are acts that depend very much on howlaees decide to take
charge, cooperate and thus initiate constructivengl and behave innovatively
(Morrison and Phelps 1999; Janssen 2000). Emplpgeseptions of organisational
practices and policies have, therefore, an importafe in determining IWB.

Employees may decide to cooperate and act inn@hator they may restrict their

innovativeness since they have personal controklation to extra-role activities
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(Janssen 2000). Chow (2005) suggests that highlvement or participatory
systems contribute to a knowledgeable, highly a#ill motivated and loyal
workforce. In this system, employees work togetineteams and share common
experiences and may have a shared discretionapyt.eimilarly, increasing
employees’ opportunity to participate in organisa#l affairs enhances employees’
discretion and effort which are important elemdatgirm benefits (Purcell, Kinnie,

Hutchinson, Rayton & Swart 2003; Liu et al. 2007).

Literature on HRM practices suggests that motivetiqoractices are important in
promoting employees’ willingness to engage in iratmn and IWB (Parker 2000).
This includes motivating employees to have a seawfsg@roduction ownership
(autonomy), through which they can engage in dffeqiroblem solving and coping
with job demands (Dorenbosch, Van Engen & Verh&f#b). Thus, employees are
more likely to engage in IWB when they feel thaeythhave ownership of the
problems concerning them in the workplace (Parkéa)l and Jackson 1997). A
study by Boselie, Hesselink, Paauwe & Van der Wig601) suggests that
employee perceptions of commitment-oriented HRMciicas shape desired
employee behaviours and attitudes such as truss, HIRM practices can be one of
the means through which organisations can elicpleyee involvement and IWB
(Dorenbosch, Van Engen and Verhagen 2005). In tteidy on the relationship
between HRM practices and IWB, Dorenbosch, Van Breyed Verhagen (2005),
using the social exchange theory (Blau 1964), foilmad employees’ perceptions of

a high commitment HRM system was positively relatedWB. They concluded
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that management could facilitate IWB through emplgyHRM practices that are
commitment-oriented. Similarly, a study by Axtellad. (2000) found that employee
perceptions of individual, group and organisatiof@ttors had an impact on
innovation process and IWB. Based on the literatevgew on the relationship
between HRM practices and IWB, this study proposest, there will be an
association between the extent to which HRM prastire utilised at the company-
level and the extent to which employees experigheen at the employee-level.
Similarly, there will be an association between kype perceptions of HRM
practices and the extent to which they engage timegle behaviours. In this regard,

this study proposes the following hypotheses:

Hypothesis 5a: More extensive use of HPWS will be positively asated with

employee innovative work behaviour.

Hypothesis 5b:Positive employee perceptions of HRM practices balassociated

with innovative work behaviour.

4. 4 HRM Practices and Organisational Citizenship B ehaviour

Organisational citizenship behaviour (OCB) includa®ployee sentiments and
attitudes towards pro-social and citizenship behad (Podsakoff, MacKenzie,
Paine & Bachrach 2000). Pro-social behaviours sbia$iproactivity which refers to
the extent to which an individual takes self-diegctaction to anticipate or initiate

change in the work system or work roles (Griffinedll and Parker 2007). These
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behaviours further include collaborative and coapee efforts directed towards the
organisation’s objectives and are productive to tmganisation (Ostroff 1992;
Oikarinen, Hyppia and Pihkala 2007). According tikert (1961), dissatisfied
employees cannot effectively participate in coofpenaand collaborative efforts.
Thus, examining the extent to which employees $aisfied about their work is
important when one is assessing the extent to wliClB is related to company
performance (Biswas and Varma 2007). Similarly,eaamination of employees’
perceptions of HRM practices and their working dbads is important if one wants
to establish a link between HRM practices, cititgmsbehaviour, and company
performance (Oikarinen, Hyppia, and Pihkala 200%&hMN Lepak, and Shneider

2008).

There are almost 30 different forms of organisatiasitizenship behaviour (Foote
and Tang 2008). Organ (1988) defines it as theviddal behaviour that is
discretionary, not directly or explicitly recognisby the formal reward system, and
that in the aggregate promotes the effective fonatig of the organisation. Other
terms that are associated with citizenship behaviotlude: extra role behaviour,
prosocial organisational behaviour and organisatiepontaneity (Podsakoff et al.
2000). The main interest in the OCB literature basn the examination of what
determines or influences these types of behaviaum®ng employees (Organ,
Podsakoff, and MacKenzie 2006). Another importasue has been on whether
there is a clear cut conceptual boundary betweem,Odefined as extra role

behaviour, and in-role behaviour, which means apleyees’ job or role description
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(Morrison 1994). Based on this need to make a daliesnarcation, OCB is also
clearly defined as employee behaviour that is atzmeebeyond the call of duty and
is, therefore, discretionary and not rewarded & dbntext of organisation’s formal
reward structure (Konovsky and Pugh 1994; Podsaddo#fl. 2000; Van Dyne and

Pierce 2004).

Among the behaviours that describe extra-role bielay among employees are
altruism, which consists of a tendency to help &ecHg other person,

conscientiousness, which is a behaviour that gegeridl the minimum requirement
of the work role, and civic virtue, which is behawi calling for a responsible
participation in and involvement with life of thenploying organisation. Other
behaviours include sportsmanship, which consistgilihgness to tolerate less than
ideal circumstances without complaining, and cayrtaimed at preventing work-
related problems with other co-workers (Morrisorf49Podsakoff et al. 2000).
Table 4.2 below provides a summary of the type®©06B as treated by various

authors.
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Table 4.2 Types of Organizational Citizenship Bebav

Type of OCB Author(s) Characteristics
Helping Borman & Voluntarily helping others with, or preventing
Behaviour Motowidlo (1997); | the occurrence of work-related problems

George & Jones

(1997)

Sportsmanship| Organ (1990) ; | Willingness to tolerate inevitable

Podsakoff et al. inconveniences and impositions of work

(2000) without complaining.

Organisational | George & Jones | Spreading goodwill and protecting the
Loyalty (2997); organisation

Podsakoff et al.

(2000) Endorsing and defending organisational
objectives construct, promoting the
organisation to outsiders

Organisational | Williams & Person’s internalisation of organisation’s

Compliance Anderson (1991) | rules, regulations and procedures, even when
no one monitors compliance, organisational
obedience

Individual George & Jones | Voluntary acts of creativity and innovation,

Initiative (1997); Podsakoff | going beyond the minimum work required ar

et al. (2000) expected, going above and beyond the call of

duty

Civic Virtue Organ (1988) Commitment to organisates a whole,
active participation in governance, attending
meetings, looking out for organisation’s best
interests

Self George & Brief Learning new skills to benefit organisation,

Development | (1992) voluntarily improving one’s skills, knowledge

and abilities

4. 4.1 Antecedents of OCB

Empirical research has concentrated on four majtagories of antecedents of OCB

which

include

individual or

employee characteristictask characteristics,

organisational characteristics and leadership hehess (Podsakoff et al. 2000).

While these variables are also called predictorscibzenship in organisations

(Bolino and Turnley 2003), Organ generally defiriee antecedents of OCB as
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attitudes indicative of or derived from a genetaltes of morale in the workplace
(1997). However, employee perceptions of an orgdiois's expectations for
behaviour and potential behaviour outcomes infleeineir level of organisational
citizenship behaviour (Morrison 1994; McDonald avdkin 2000; Tsui and Wu

2005). Morrison (1994) argues that, if an emplogleénes helping co-workers as
in-role behaviour he or she will conceptualise liehaviour very differently than
extra role behaviour and will perceive a differspt of incentives surrounding the
helping behaviour. Employees will likely give theeffort and engage in
organisationally-directed OCB if they feel that tlmeganisation values their
contribution and is interested in their wellbeirigjsgnberger, Armeli, Rexwinkel,
Lynch & Rhodes 2001; Rhodes & Eisenberger 2002;l&8fapiro, Morrow &

Kessler 2006; Oikarinen, Hyppia & Pihkala 2007).

As a discretionary behaviour, OCB has been relaaddRM practices and various
behavioural outcomes that are dependent on thatebatevhich employees perceive
their in-role and extra role activities in the angaation (Morrison 1996; Biswas and
Varma 2007; Uen, Chien and Yen 2009). A study bghili Lepak and Schneider
(2008) examined the relationship between the osgdioin’'s utilisation of HRM
practices, employee perceptions of the practice$ teir impact on various
employee attitudes. Overall, their study found titatvas not only the HRM
practices that mattered in achieving organisatian&tomes, but also the extent to
which employees perceived the reasons behind thedurction of HRM practices in

their workplaces.
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Table 4.3 below, provides a summary of key stuthes linked utilisation of HRM

practices and OCB. Overall, the studies suggestlieautilisation of HRM practices

and positive employee perceptions of HRM practiaes significantly related to

organisational citizenship behaviour. These stugeeerally highlight that OCB can

be summarised as ‘willingness to cooperate’ and rbaya viable means of

expressing positive job attitudes (Organ et al.6200

Table 4.3 Studies on the Relationship Between HRattiRes and

Organisational

Citizenship Behaviour

Researcher(s)

Sample

Findings

Biswas & Varma
(2007)

India: survey of 357 managerial
employees from public and private
manufacturing and service
organisations

Response rate was 90%

A

Employee perceptions of work|
environment had a positive
influence on OCB

Biswas, Srivastava
& Giri (2007)

1 India: survey of 357 managerial
employees from public and private
manufacturing and service
organisations

Response rate was 90%

A

HRM practices of a firm
positively and significantly
influenced employees’ OCB

Oikarinen, Hyypia
& Pihkala (2007)

Finland: 143 shop-floor level
employees from five different
workplaces/networks

Response rate was 38%

Employee perceptions of HRM
practices and their working
conditions had significant
effects on different types of
OCB

Nishii, Lepak &
Schneider (2008)

USA: survey of 4,208 employees,
1,010 department managers acros
95 stores

Response rate was 94%
(employees) and 92% (departmen
managers)

—

ssattributions of ‘why HR

Employee attitudes and

practices’ were positively
related to OCB

Uen, Chien & Yen
(2009)

Taiwan: 127 knowledge workers
(42% response rate) and 28
immediate managers in high tech

firms (47% response rate)

Commitment-based HRM
practices were positively
associated with OCB
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The literature on the employer-employee relatignstsummarised by the social
exchange theory, Blau 1964) suggests that employédkesngage in voluntary and
discretionary behaviours based on the extent telwthey feel the company cares
about their wellbeing (Eisenberger, Armeli, RexwehkLynch & Rhodes 2001;
Rhodes and Eisenberger 2002; Coyle-Shapiro, Mo#&dfessler 2006; Oikarinen,
Hyppia & Pihkala 2007). Tsui and Wu (2005:118), &tample, pointed out that
‘when employees experience long-term investmemb femployers, they reciprocate
with loyalty to these organizations and contribubeich more than simple job
performance.’ Literature also suggests that theagament of HRM practices can
be used in enhancing employee citizenship behavidlis can be done by
establishing the tone and conditions of the emmegmployer relationship
(Rousseau and Greller 1994; Morrison 1996). The tan encourage or discourage
citizenship behaviour depending on how the comparanages social exchange
relationships. Similarly, the tone can be effectilgending on the extent to which
the company empowers its employees to engage in MoBison 1996). Thus, the
employees’ likelihood of voluntary actions and fegé of obligation to pay back to
the company constitutes a strong reason to sudigastemployee perceptions of
HRM practices will be associated with citizenshghaviours. Based on the social
exchange assumptions and the empirical studies hen reélationship between
employees’ perceptions of HRM and the antecedeh@GB, this study proposes

the following hypotheses:
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Hypothesis 6a More extensive use of HPWS will be positively asated with

employee organisational citizenship behaviour.

Hypothesis 6b:Positive employee perceptions of HRM practices bl associated

with organisational citizenship behaviour.

4. 5 HRM Practices and Tenure Intentions

Tenure intentions can be considered in terms ooter intentions (i.e. intentions to
leave the employer) or intentions to stay with therent employer (Batt and
Vancour 2003; Chen, Chu, Wang & Lin 2008). Literatlon HPWS generally
suggests that human resource policies are likelynfiwove employee performance
and reduce their voluntary turnover or propensityqtit (Appelbaum et al. 2000;
Flood et al. 2005; Guthrie, Flood, Liu & MacCurta2®09). Employees are less
likely to quit if HPWSs provide them with opportties for employee discretion,
skills development, human resource incentives sashhigh relative pay and
opportunities for growth and development within trganisation (Shaw, Delery,
Jenkins & Gupta 1998; Sun, Aryee and Law 2007; biklaChen, Lawler & Kim

2008; Guthrie et al. 2009). Literature also demmass that HRM practices can
predict employee turnover intentions (Batt and @alc2003). In their study Batt
and Valcour (2003) suggest that human resourceniives significantly reduce
employees’ turnover intentions. Similarly, studms employees’ intent to stay or
leave a position have linked the determinants olure intentions with actual
employee turnover (Chen et al. 2008). Table 4.4/ides a summary of various

studies that have examined the link between HRMtes and tenure intentions.
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Table 4.4 Studies on the Relationship Between HRattiRes and
Tenure/Turnover Intentions

Researcher(s)

Sample

Findings

Batt & Valcour
(2003)

USA: 557 employed individuals
Sectors: manufacturing, healthcal
higher education, and utilities

Response rate: 75%

Human resource practices and

réncentives significantly explaine
a reduction in employee turnove
intentions

Valcour & Batt
(2003)

USA: Focus groups involving 114
employees in 7 participating
organisations (qualitative study)

Survey questionnaires to 264
employees (quantitative study)

Response rate: 33%

Flexible scheduling policies and
supervisor support were

associated with lower employee
turnover intentions

Lee & Bruvold
(2003)

USA & Singapore: 405 nurses
from US and Singapore
Surveys: 40% response rate (US
and 87.5% response rate for
Singapore

Perceptions of investment in

employees’ development were
Aaissociated with reduced intent tc

leave the organisation

Boswell (2006)

US: Healthcare organisation: 661
employees and top management
team surveyed

Response rate: 28%

Employee understanding of
organisation’s strategies was
negatively and significantly
related to turnover, and intent to
quit

Ghebregiorgis
& Karsten
(2006)

Eritrea: survey of 252 employees

from eight private and state ownedHRM were associated with low

organisations

Response rate: 84%

Positive employee attitudes to

employee turnover and
absenteeism

Kuvaas (2008)

Norway: 593 employees
representing 64 small local savin
banks in Norway

Response: 39%

Strong and direct negative
gselationship between employee
perceptions of developmental
HRM practices and turnover
intentions

Lee, Lee &
Lum (2008)

Singapore: 35 employee from a
manufacturing company (respons
rate was 67.3%) and 175 from
housing and construction firm
Response rate: 74.5%

Employee attitudes towards
eservices they get from the
company (e.g., childcare,
eldercare, wellbeing programme
was negatively associated with
turnover intentions
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Overall, the review of literature and the studiessented in Table 4.4 above suggest
that the management of HRM practices explain aataiuin employees’ intention
to quit, and can significantly predict employeesllimgness to stay with their
current employer. Employee perceptions that thegawisation cares for their
wellbeing can indirectly affect their willingnestnonly to exert discretionary
behaviour for the benefit of the organisation, #isb encourage them to stay longer
or identify themselves with the organisational go@orrison 1996). Based on the
literature review and the summary of empirical sgadorovided in Table 4.4 this

study proposes the following hypotheses:

Hypothesis 7a: More extensive use of HPWS will be positively asated with

employee intentions to remain with their currenpéoyer.

Hypothesis 7b Positive employee perceptions of HRM practicel$ vé associated

with intentions to remain with the current emplayer

4. 6 HRM Practices, Job Demands and Employee Outcom es

Based on thgob demands-resources (JD-R) mod8chaufeli and Bakker 2004;
Bakker and Demerouti 2007), studies have classifiecking conditions into two
main categories: job demands and job resourcesleW resources foster and
enhance personal growth, learning and developrjemtjemands require effort and
are related to physiological and psychological £qBakker and Schaufeli 2008).
Job resources (also referred to as job contradjeimeral include practices that foster

employee autonomy; freedom in how to carry out mgivasks, performance
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feedback, learning and development, and social stBakker, Demerouti and
Euwema 2005; Bakker and Schaufeli 2008). Job demgsuinetimes referred to as
role demands, workload demands and work pacing dés)acan be defined as
psychological stressors, which include having takvast and hard, having too
much work to do within too little time, and or hagia heavy workload (Karasek
1979; Fox, Dwyer & Ganster 1993; Baer & Oldham 2008ly & Fritz 2009). The
job demands construct is normally used to assegtogaes’ feelings and thinking
about demanding aspects of their job or role obbga (Janssen 2001). It is also
related to performance-related/proactive behavi(feay and Sonnentag 2002; Ohly,
Sonnentag & Pluntke 2006; Ohly and Fritz 2009). @bq1995) highlights that by
understanding how people behave at work, and hewititeract with their working
environment, their machines and emotional levelsmmanies can create an
environment that does not require more than theke&voran give. He further
suggests that when people and machines are in hgrrpooductivity output will

increase.

When job stressors occur, an employee has to lookwhys to adapt to the

demanding aspects of the job because job demangssed on employees may
affect their behavioural and affective responseangden 2001). Some studies
suggest that higher job demands provide an elesttgd of arousal in a worker,
which in turn make an employee either cope withditgation by modifying his or

her work context or cope by upgrading one’s skafigl abilities in order to match the
high job demands (Karasek 1979; Janssen 2000, 28@tasek (1979) contends

that redesigning one’s work processes may allownarease in decision latitude
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among many workers and reduce mental strain amebsioto an increased ability to
cope with job demands without affecting companypattlevel. This way of
thinking has been supported by researchers whocatly@ possibility of positive
effects of work demands on performance (LePine,s&kaff & LePine 2005).
Similarly, work demands have been positively asged with job-related attitudes
(Podsakoff, LePine & LePine 2007). Overall, thegali®s suggest that certain job
demands have a positive role in employees’ expeggeat work (LePine et al. 2005;
Ohly and Fritz 2009). LePine et al. (2005) classifijob demands as challenge-

related stressors which in turn were positivelated to performance.

Nonetheless, other studies suggest that employmaseptions of work demands
may not be beneficial to the employees (Blyton,daand Morris 1996; Bacon and
Blyton 2003). Such studies have included an exatioimeof employee attitudes
towards heavy workloads, conflicting or ambiguoab joles and job satisfaction
(Fox, Dwyer and Ganster 1993). Most of these stubave reported evidence of a
negative relationship between stressful jobs ard performance (Motowidlo,
Packard and Manning 1986). Furthermore, a recamiysbn the relationship
between job demands (work overload) and variougators of performance found
no relationship between job demands and performamteators (Gilboa, Shirom,
Fried & Cooper 2008). Thus, due to the conflictregults of these studies, it is still
unclear whether job demands are experienced atewrbelg and thus positive in
enhancing performance (Ohly and Fritz 2009) ortlaeg a hindrance at work which
may limit performance (LePine, LePine & Jackson£2Q@Pine et al. 2005; Gilboa

et al. 2008).
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Based on such challenging findings, there is a rteedxamine the role of job
demands in the relationship between HRM practiGaployee attitudes and
performance outcomes. There is research evidemtegénceived challenge (work-
related demands or circumstances that, althougltenpally stressful, have
associated potential gains for individuals) medidtee relationship between work
characteristics and favourable work attitudes ak ageretention (Boswell, Olson-
Buchanan & LePine 2004). Another study which sutgésat job demands may
explain the relationship between HRM practices amgloyee attitudinal outcomes
is by Gobeski and Beehr (2009). They suggest tBat/eral stressors in the work
environment increase the likelihood of the indiatlemployee experiencing high
levels of strain, a negative and deterring respaieseengaging in that work’
(Gobeski and Beehr 2009: 406). Thus, perception®lmfdemands can specify or
explain how and why a relationship exists betweercgptions of HRM practices
and employee behavioural outcomes. Therefore, exagiemployee perceptions of
job demands as a mediating factor in the relatipnsatween employee perceptions
of HRM practices and various behavioural outcomes/ rhe a step forward in
understanding the role of job demands in the HRKepmance link. As stated in
the Introduction, IWB, OCB and tenure intentions tre dependent variables in this
study. They are discretionary and positive orgdimmsal behaviours since they
constitute positive psychological conditions, whinhone way or another, relate to
employee well-being or performance improvement &alkand Schaufeli 2008). In
this regard, based on the review of literatures wtudy proposes that employee

perceptions of job demands can explain the relshign between employee
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perceptions of HRM practices and their behavioaral attitudinal outcomes. This

study therefore, proposes the following hypotheses;

Hypothesis 8a: Job demand perceptions will mediate the relatigndietween

employee perceptions of HRM practices and innoeatrerk behaviour.

Hypothesis 8b: Job demand perceptions will mediate the relatigndietween

employee perceptions of HRM practices and organisal citizenship behaviour.

Hypothesis 8c Job demand perceptions will mediate the relaligndetween

employee perceptions of HRM practices and tenusations.

4.7 Conclusion

The main objectives of this chapter included anngration of studies that have
established a link between utilisation of HRM piees and various employee
outcomes. Overall, the studies showed that, gremerof HRM practices is linked
with various employee attitudinal and behaviouraltcomes. This study, in
particular, proposed a hypothesis suggesting thégation of HPWS at company
level will have an influence on employee percemiai HRM practices at the
employee-level. The study further proposed an aasoc between utilisation of
HPWS at company level and employee attitudinall@etthvioural outcomes (that is,

IWB, OCB and tenure intentions).
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Another objective was to identify studies which @asstablished an association
between employee perceptions of HRM practices amulayee-level outcomes. The
study thus proposed three hypotheses which suggeselationship between
employee perceptions of job demands and employeavimiral and attitudinal
outcomes. In this regard, the study hypothesisedediation role of employee
perceptions of job demands on the relationship éetwemployee perceptions of

HRM practices and IWB, OCB and tenure intentions.
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CHAPTER FIVE
METHODOLOGY AND RESEARCH DESIGN

5. 1 Introduction

This chapter explores the philosophical basis ef riidsearch methodology that is
used in this study. It describes the appropriatemésa positivist approach and its
justification in the area of business and managénsaudies. The chapter also
presents the research design of the study, itytasalprocedures and the measures
that were used. It also provides a synopsis ofdbmr analysis and reliability tests

that were conducted in this study.

5. 2 Ontological and Epistemological Foundation of
Positivism

Auguste Comte (1798-1857) coined the term positivi¥he central point in the
early development of the term positivism was thespective that real knowledge
results from experience. This view was associateld & rejection of metaphysics
and metaphysical views of the world. In the twehtieentury, however, positivism
was associated with the “Vienna Circle’ school bflgsophy which had two main
arguments: knowledge could be accounted for witmoeitaphysics; and there must
be an emphasis on the role of logic and mathematissience. Based on these two
arguments, the Vienna Circle espoused a ‘logicaltpesm’. The central view of
logical positivism was that meaningful statementsoutd be verifiable by

observation (i.e. verification principle or scidmtistandards of verification). Those
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which are not should be viewed as ‘general primspkhat are verified by the

logical relationships and the meanings or defingi@attached to terms used in the
statements. From these two aspects of a stateneseiogped the synthetic and
analytic approaches to science. Other related appss in this development were
hypotheses development and testing, objectivitysarujectivity as two independent
entities, and the use of causal relationshipsaatinmg subject matter (Smith 1996;

Miller 1999; Nonaka and Peltokorpi 2006).

In social science, however, positivism is an umbarerm which advocates, among
other things, Comte's notion of causal laws and ubke of prediction as a key
criterion for discriminating among competing exm@tory hypotheses (Glynos and
Howarth 2008). It has also been considered asttamat to put the study of human
social life on a scientific footing by extendingetmethods and forms of explanation
which have been successful in the natural scien@enton and Craib 2001:28).
With regard to views on knowledge, humans and egitities, positivists choose
between causal theories on the basis of how suotdssy are at predicting reality.
In this way, positivism adopts a ‘realistic ontojogvhereby reality is viewed as
objective, and is taken to exist independentlyhaf thoughts and language which
researchers use to describe it. It is out theteetdiscovered (Nonaka and Peltokorpi
2006). This objectivistic position adopts a stafméside’ the social phenomena it
seeks to explain (Glynos and Howarth 2008). Thetiptst ontology, therefore, is
based on the view that ‘there are objective fabtsuathe world that do not depend
on interpretation or even the presence of any perSmm this perspective social

science is (or should be) value-free’ (Glynos & Hwtla 2008: 75).
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Positivists further claim that the world is conas through causal relations
between objects, and the highest form of knowletgeuniversal knowledge
(Nonaka and Peltokorpi 2006). Theories which arseflaon positivism are,
therefore, constructed oa priori basis and human behaviour is viewed as a
response to external stimulus that can be expldnyedcientific laws (ibid.). This
leads to another argument - that our knowledgeality is confined to what we can
see, namely observable entities, in this regardemfable phenomena and their
relations are all that can be known, and causeginserand purposes should be
abandoned (Brandt 2003). This means that researciser empirical observations,
experiment and testability of subjects of the sttatyalid and objective knowledge
findings (Benton and Craib 2001). Researchers csa unobservables in their
theories but cannot confer any truth-status on th&mis approach, however,
generates opponents who hold the view that in kgciance we can only rarely
measure reality independently of theories unlikéurs scientists (Smith 1996).
Similarly, opponents argue that researchers arerdsted in individuals’
unobservable motives, and have to infer their nestiusing rationality principles.
Otherwise, it will be impossible to speak of unalables such as structure of an
international system or the objective laws of hunmature (ibid.). This way of
arguing is associated with scholars who adopt gestibe approach or interpretative
philosophy. The subjective approach seeks ‘fromhiwitto make intelligible the
meanings and reasons social agents give to theanacand practices (Glynos and
Howarth 2008). This way of reasoning is explaingdvichael Polanyi’'s theory of

knowledge which consisted of associating knowledgd a person’s whole being
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and all his experience as the basis of rational atidulate thinking. For Polanyi,
there is always an implicit dimension of our knogge, thus his famous axiom, ‘we
know more than we can tell. ... all knowledge is @ittacit (implicit, unconscious)

or it is rooted in tacit knowledge’ (Brandt 2003283.

Thus, in contrast to positivists, interpretivistggee that knowledge and social
entities cannot be understood as objective thifilgey argue that it is impossible for
humans to attain objective social knowledge inddpah from subjectivity. These
philosophers accordingly present a contextual, esdivie and relational view of
knowledge, humans and entities. This approach desihe phenomenological and
hermeneutic approaches to knowledge. Their focunisinterpreting the self
interpretations of social actors and these sedfrpretations become key components
of approaches such as the hermeneutical logic @Slyamd Howarth 2008). Critics
of this approach, however, argue that ‘subjectiveoants lack precision and can
provide little more to practitioners beyond “degdilthick descriptions™ (Nonaka

and Peltokorpi 2006: 80).

5. 3 Linking Philosophy and Methodology in HRM

One of the concerns that researchers exploringifRl-performance linkage have
about positivism is its implications for studies HRM and the use of quantitative
methods. This concern is probably associated wi¢hbroad and naive use of the
term positivism, which in many contexts has beesdysejoratively (Miller 1999).

One of the criticisms about positivism is whethenot it is an adequate philosophy
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of the social sciences. Wall and Wood (2005) arektwood and Hesketh (2006),
for example, suggest that using positivism or geeentific’ approach as it is termed
in HRM-performance studies, is not adequate agardical approach since it does
not lead to rich information and robust explanatiothe HRM field. For Fleetwood
and Hesketh (2006, 2008), this approach is undmribed and they suggest a
‘critical realist’ approach as an alternative, claig that critical realism goes
beyond mere presentation of findings deducted facsuientific approach. Wall and
Wood (2005) suggest that in order to establishopgrlink between HRM practices
and performance a large-scale long-term researsbhapty including partnerships
among researchers, practitioners and governmentmecmities may lead to
conclusive results. Marchington and Wilkinson (200®Id this view suggesting
that while it is possible for surveys to demonstrdie links between HRM and
performance, they are unable to explain in detduy whis relation might happen.
These critics of positivism call for a philosopHiead methodological approach that
should give detailed and hermeneutic informaticamaly, information relating to
the way different agents who are involved in them@menon interpret, understand
and make sense of various issues (Batt 2002; WdlVdood 2005; Fleetwood and

Hesketh 2006, 2008; Hesketh & Fleetwood 2006; Pad2009).

Hesketh and Fleetwood (2006) advocate a criticaligteapproach arguing that
‘critical realists emphasize the transformationatune of the social world, whereby
agents draw upon social structures (etc.) andpidasng, reproduce and transform
these same structures’ (2006: 685). For such reflsera; the use of quantified

metrics and measurements, and the generation ttisi techniques such as
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regression and factor analysis in HRM studies assléquate since they reduce
humans to objective entities. Human beings theyerah have to be incorporated in
research findings since they have their own fesliagd interpretations, and their
participation in research is unlike inanimate otgedhis approach proposes that
‘the social sciences study human beings, and humeargs are different from the
objects of physics or chemistry - they are beingliid, they can understand what is
said about them and they can take the scientigidinigs into account and act
differently’ (Benton and Craib 2001:10). In otheonds, through Interpretivism,
‘human beings unlike physical objects, interpretl gierceive meaningful actions
and are able to reflect and monitor these actidimgs provide the sources of
explanation of human action in social science me$edGill and Johnson 1991:
126). This perspective criticises quantitative rodthas reducing complex human
experience or behaviour to a set of simplistic ¢edi (Miller 1999). Positivists
argue, however, that while it is true that no stngeasure or a set of measures can
cover everything about a person or phenomenomes chot necessarily mean that
there is no point or value in measurement becatiesoflaw. Thus, researchers are
reminded that, ‘what is required of measuremertha it reflects adequately the

variables of interest within the model that is lgegmployed’ (Miller 1999: 5).

The second concern for HRM scholars is whethexy legitimate to extend scientific
methods to the domain of human social life. Th®iésgoes back to Comte who
aimed to develop a science of society, based om#tbhods of the natural sciences,
namely observation, and thought all sciences woelentually be unified

methodologically (Smith 1996). Anti-positivists tfa that there are fundamental
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differences between human social life and the fattsature which are the subject-
matter of natural sciences; it is not legitimateekbend scientific methods to social
science domains. Unpredictability of human behaviaud the possession of free
will, character of social life and the role of coimisness constitute some of the
fundamental differences between the two approacBésilarly, while social
scientists seek explanations of particular phen@merorder to get ‘value-relevant’
explanations, natural scientists are concerned thghdiscovery of general laws by

methods which exclude value judgments (Benton aaib@001).

While it is important to respect anti-positivistspinions, researchers are always
urged to keep open the possibility that society hige studied scientifically,
drawing on the alternatives that natural scienceaféer (Benton and Craib 2001).
When scholars are examining various approachestbadology and the theory of
knowledge, there is always a danger of trying tosoder all other approaches as
‘flawed’ and cling to one’s approach as the begtragch. Besides being an abused
term (that refers to various types of positivisrattdo not share common features),
positivism has had a long dominant position ingbeial sciences with its objective
view of social reality (Nonaka and Peltokorpi 2006fonsequently, ignoring its
contribution in social science, or trying to redatithe HRM approaches to a single
scientific method such as critical realism, shdutdbased on sound arguments and
should clearly show that positivism is not a pholjeisical or epistemological
approach. It is similarly wrong, for example, ‘tessame that in philosophy the
analytic method is the only legitimate method oflggophy, and then use the

assumption of this method to eliminate other methed illegitimate’ (Ikuenobe

94



2004: 483). It is possible that positivism may hatfered a flawed approach in one
discipline, say psychology, but with its varianig)yich come under the umbrella of
positivism, it is possible that scholars do notjdstice to the term since they are
supposed to define it carefully and thus assodigieperly to their area of study. It
is argued that those who oppose the term positiigically fail to define what

they mean by this term. Furthermore, much of th&ugion in its usage arises from

a loose and unthinking use of the term ‘positivigMiller 1999).

This study uses a positivist approach since #@pigropriate in the area of business
and management studies and works legitimately iantjfication, i.e., in data
collection, analysis and interpretation of finding$ie researcher is aware that no
methodology is without flaws or critics who will @enge its validity and reliability

in social science. It is also clear that most @& thsearch designs and studies of
HRM-performance relationship have not succeedegstablishing unequivocally a
causal relationship between HRM and performancecomugs (Cascio 2007).
Similarly, most of these studies suggest correfaiaoelationships (which do not
mean causal relations), and agree in many casesiiel practicescontributeto
positive company and employee outcomes (Batt 2G@28cio 2007). In introducing

a special issue on high performance workplaceegi@s in organisations, (Asia
Pacific Journal of Human Resource) Gollan, Davigl dtamberger (2005:6)
highlighted the HRM-performance research in themarks when they said, ‘These
academic studies are not conclusive, though thegemt at least some evidence that
certain human resource management strategies amelated with positive

outcomes.” This study accordingly acknowledges limtations that may accrue
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from using a positivist approach in attempting fokl HRM practices and
performance outcomes. It is equally evident thaérahtive philosophical and
methodological approaches to the HRM-performanaak liexist. Similarly,
objectivity and subjectivity in research methodgiate debates about knowledge
and reality and their role in organisations (Nona&ad Peltokorpi 2006);
nevertheless most of the publications on the HRM performance link are based
on positivistic approaches. This study is consetiy@ognisant of potential threats
to valid interpretations of results from field raseh and accordingly it will try to
minimise any flaws that may invalidate data colltt analysis and presentation of
findings. Care has also been taken in utilisingttadl advantages and benefits that
survey research gives in the area of businessestugince surveys have dominated
most of the research in business studies, thiswrelses aligned with the mainstream

research methods in business studies.

5. 4 Advantages and Disadvantages of Survey Researc h

When choosing a research method, it is importartear in mind what Gill and
Johnson (1991: 2) caution with regard to effectesmnof various approaches, that
‘there is no one best approach but rather thatafipgoach most effective for the
resolution of a given problem depends on a largebar of variables, not least the
nature of the problem itself.” De Vaus (1998: &elWise cautions that, ‘surveys
should only be used where they are appropriatectimel methods should be used
when they are more appropriate.” As already ndtad,study is survey based. There
are a number of common criticisms and defencesunfegs as a methodological

approach. Table 5.1 summarises the disadvantagesdrantages of surveys as
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presented by De Vaus (1998) and Palmquist (2009ileAsome of the survey
criticisms are considered to be wrong by reseaschdro advocate surveys as an
appropriate research method, other objections artually based on
misunderstanding of the nature of surveys. Baruchtéoltom (2008) acknowledge
the advantages of quantitative methods and surgsgarch by arguing that ‘the
majority of empirical studies conducted within theanagerial and behavioural
sciences use quantitative methodology’ (p.1139gyT¢ontinue, ‘the data collection
tool most frequently used for acquiring informatios the questionnaire.
Questionnaires can provide insight into individpalceptions and attitudes as well

as organizational policies and practices’ (Baruath ldoltom 2008:1139-1140).

Table 5.1 Disadvantages and Advantages of Survelgesearch

Criticisms: De Vaus (1998) Advantages: Palmquist (09)

Surveys are incapable of getting at | Theory and interpretation is fundamental to
meaningful aspects of social action well-conceived survey research and analysis

Surveys just lok at particular aspects |Higher reliability is easy to obtain in surveys by
people’s beliefs and actions withqpresenting all subjects with a standardised
looking at the contexts in which th stimulus, and thus observer subjectivity is
occur eliminated

Surveys assume that human actior Surveys can be administered from remote
determined by external forces and neg locations using mail, email or telephone.

the role of human consciousness, ggqConsequently, very large samples are feasible,
intentions and values that can |making the results statistically significant eve
important sources of action when analysing multiple variables

=]

Surveys are too restricted since they | Many questions can be asked about a given
on highly structured questionnaires thapic giving considerable flexibility to the
are necessarily limited analysis

Surveys are too statistical and thus re¢ Surveys are useful in describing the
interesting guestions to tota| characteristics of a large population. They ar
incomprehensive number. relatively inexpensive in particular self-
administered surveys

D

Some things in surveys are |Standardised questions make measurement more
measurable precise by enforcing uniform definitions upon
the participants
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5. 5 Research Design

This study is designed as a multilevel, multi-seuresearch study. It is a multilevel
study because it integrates company-level and grapltevel findings. It is a multi-

source study which utilises various sources inimtgestigation. These sources
include HR and GM surveys, employee surveys, HR agars’ interviews and

objective company performance data. This study éxamines data at the company
level through correlation and multiple regressioralgsis in order to assess the
extent to which the greater utilisation of HPWS associated with outcome
variables, namely innovation, labour productivitgydaturnover. Second, at the

employee level, the study uses correlation, ma@thglgression analysis to examine
the relationship between employee perceptions oMHRactices and behaviour
outcomes namely IWB, OCB and tenure intentions. MAQechniques are used to
explain research differences between companiespidicipated in the employee

surveys. Third, linking the company-level and emyplelevel findings, the study

uses cross-level inferentand carries out a univariate analysis of variaf@eM)

to explain the association between company levelabe and employee level
variables. Figure 5.1 presents the multilevel modskd to investigate the
relationship between the company-level variable i and employee-level

variables. At the company level, HPWS is hypothessiso have an impact on

3 Cross-level inference is a technique which cossi$iaggregation and disaggregation principles. In
this method, a researcher assigns the group meitwe @idependent variable down to the individuals
within the group and analyses the data at the iddal level (Bliese 2000; Hofmann 2002: 264). This
is a traditional method conducted by researcheasl as Mathieu and Kohler (1990), Blau (1995) and
James and Williams 2000. This approach has beerustisd in research in terms of linking

situational variables to individual outcomes.
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innovation, productivity and turnover. At the emyse level, HPWS is hypothesised
to have an impact on employee perceptions of HRMctares related to
communication and feedback, training and developmesmuneration and job
conditions. Similarly, HPWS is hypothesised to haue impact on employee
behavioural outcomes, namely IWB, OCB and tenurenitions. Job demand
perceptions are hypothesised to mediate the rektip between perceptions of
HRM practices and employee outcomes (IWB, OCB aedure intentions).
Employee perceptions of HRM practices are also thgsised to have a direct
impact on employee behaviour outcomes besides tbdiation effects of job

demands.
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Figure 5.1 Multilevel Model of HPWS, Employee Pgatiens of HRM
Practices, Job Demands and Employee IWB, OCB, andieé
Intentions

Innovation
HPWS .| Productivity Company
d Level
............. Turnover
....................... ‘
4 IWB
Perceptions of .| Job Demand .| OCB
HRM Practices "| Perceptions "| Tenure

Employee
Level

A cross-level inference of the relationship of camy-level utilisation of

v

HPWS and employee-level variables (perceptions BMHpractices and
behaviour outcomes, i.e., IWB, OCB and tenure iies).

A correlation and regression relationship betwesafependent variables

v

and dependent variables
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5. 6 Research Procedure

5. 6. 1 Company Survey

The first part of this research was related to camygevel investigation. It consisted of
a mail survey conducted in June 2006. The studyptadoa quantitative approach
similar to works by Guthrie (2001), Datta et al0@8) and Flood et al. (2005). The
research procedure included sending questionnayresail to 2000 HR managers and
GM or CEO/directors in the top 1000 companies @taind. These surveys were sent to
both a HR and GM in the company in order to asskesreliability of the HRM
measures and to gather further important informaftiom the general manager. A letter
and an email or telephone call was sent as pattieoffollow-up’ procedure after 30
days to companies that delayed in sending backeonses. In total, 241 companies
responded either to the HR or GM questionnaireemFthe 241 companies, 132
companies returned matched HR and GM questionnaltesse matched pairs were
used for the analysis since there was a need tedse reliability between HR and GM
responses. This yielded an overall response rai.@f per cent. This response rate is
favourable when it is compared to survey-based HPW8ies as reviewed by Becker
and Huselid (1998). Similar studies had respontss ranging from 6 per cent to 28 per
cent and had an average of 17.4 per cent (GutBpell and Nyamori 2002). It should
be pointed at this point that more recent studaslshown an increase in response rate

in HPWS-related studies. Jensen and Vinding (20@7)example, had a response rate
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of 28.7 per cent, Jimenez-Jimenez and Sanz-Vallé§Rhad a response rate of 30.7

per cent and Harris and Ogbonna (2001) had a respaitte of 34.2 per cent.

The surveys asked for information on human resoyractices and policies and
information on organisational characteristics. Tdweveys collected information on
descriptions of management practices in the areasromunication and participation,
training and development, staffing and recruitmgmgrformance management and
remuneration. The recipients of the questionnaire® asked to complete the survey or
forward it to any organisational member whom thiegught was knowledgeable and
was in a position to do so (Guthrie, Spell & Nyam2002). The survey instrument
consisted of 18 item measure of HPWS, one item umeasf innovation, one item
measure of productivity and one item measure afower (Flood et al. 2008). The

survey instrument is provided in appendices D and E

5. 6. 2 Employee Survey

The second part of this research included the viatlg procedures; mails and emails
asking for permission to extend the research tol@yeps were sent to companies that
were drawn from the upper percentile group (from 182 companies) that was studied
in the first part of the research. The main objectn choosing these companies was to
assess the association between company-levelatitis of HPWS and employee

attitudes and behavioural outcomes in these corapakive companies accepted the

102



invitation to participate in the resear¢hOnce the permission was granted, the
researcher administered the employee surveys ttogegs from these five companies.
In two companies, the researcher visited the wadgd and briefed employees about
the nature of the research and how they were seppmsparticipate in the survey. In
one of these companies employees were called dora and the researcher explained
to them the purpose of the survey and the procedilvat were followed. After the
briefing, they filled in the questionnaires. In tlwther company, the researcher
distributed the questionnaires and the employesplaied them during lunch time. In
the remaining three companies, the researchercggesstionnaires to the HR manager
who distributed them to employees. After completithe employees returned them to
the HR department who mailed them back to the reBea The questionnaires
collected information about employees’ job satigéag innovative work behaviour,
organisational citizenship behaviour, and tenutentions. A complete description of
these measures in provided at the end of this ehaphe survey instrument is provided

in Appendix G.

In order to maintain efficiency, employees acrolss tompanies were selected at
random. They came from different work groups of Eypes that are representative in
terms of the nature of the job in the workplaceu§temployees from production,

maintenance, service and clerical areas, as wathgdoyees from administrative and

4 Two of these five companies were administered @il/HR Surveys at a later stage because they did
not take part in the 2006 GM/HR Surveys. They werta perfect match with the 132 companies, but
were very close in terms of industry profile.
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executive areas, were involved. These employeegogreirtue of their jobs) subject to
the operation of the strategic HRM practices in tbempany i.e., areas of
communication and participation, training and depetent, staffing and recruitment,
performance management and remuneration. The sumag distributed to

approximately 40 to 100 employees across compdhaswere involved in the wider
study. Overall the response rate (weighted) wagé&3cent. This was captured by
computing an average for each response rate oy e@mnpany. Since there was no
available data for the non-responding employeesyas difficult to compute any

measures of a non-response bias. Table 5.2 proddbseakdown of the surveys

distributed and returned.

Table 5.2 Employee Level Response Rate

Company Surveys Distributed Surveys Returned  Response Rate %
TRAMCO 100 91 91

PEGCO 40 15 37.5
DRMCO 40 16 40
BUCOMCO 100 58 58

FSI-CO 100 40 40
Weighted Average 380 220 53.3
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The third part of this study included conductingemiews among the HR Managers
from the five companies that participated in theplayee surveys. Three HR managers
participated in these interviews. These interviewese carried out in order to evaluate

different aspects of HRM practices that might retbvered by surveys.

5. 6. 3 Analytical Procedures Used in Data Analysis

In order to carry out Factor Analysis (FA) in tlsitdy, the investigator examined and
tested if the data was suitable for Factor AnalyEiss was tested through the Kaiser-
Meyer-Olkin (KMO) measure of sampling adequacy.sTtast indicates the extent of
common variance among the variables, that is, atin of underlying or latent

common factors. Thus, it also assesses the extenulticollinearity problems. Kaiser

(1974) recommendations include: accepting valuesatgr than 0.5 as barely
acceptable, any values below 0.5 are unacceptsllees between 0.5 and 0.7 are
mediocre, values between 0.7 and 0.8 are good ahmss between 0.8 and 0.9 are
excellent. Values above 0.9 are superb (cited itciinson and Solfroniou 1999; see
also Dziuban and Shirkey 1974: 359). Table 5.3g@mssKMO statistic for the scales

analysed in this study. Each of the scales wagiféhas suitable for Factor Analysis.

105



Table 5.3 KMO Statistic for Multiple Scales usedhis Study

Measure KMO | Significance
Statistic
1 High Performance Work Systems 735 .000
2 Employee Perceptions of HRM .863 .000
Practices

3 Innovative Work Behaviour .907 .000
4 Organisational Citizenship Behaviour .802 .000
5 Perceptions of Job Demands 784 .000

The main analytical procedures that were emplogeatlis study include correlation and

multiple regression analysis (Ordinary Least Sgaia€@L S). It is true that statistical
procedures such as structural equation modelin/jSEhierarchical linear modelling
(HLM)® and within analysis between analysis (WABAyould have been used as
alternatives in carrying out a purely multi-levedta analysis between company-level
and employee -level variables (Bliese 2000; Janmes \Williams 2000; Klein et al.

2000; Hofmann 2002). Structural equation modelliiog,example, may be used as an

S LISREL and EQS are two popular statistical packafge doing structural equation modeling (SEM).
The advantages of SEM include serving the purpsiaar to multiple regressions, but in a way which
takes into account the modeling of interactions)linearities, correlated independents and measureme
error (Garson 2009 online version).

6 HLM is a two-step process that first examines ti@ships among variables within groups in
individual-level relationships and then regressesé into group-level or cross-level relationshiyse
Ng & Van Dyne 2005: 526).

7 Within and between analysis (WABA) allows levefsanalysis to be tested in data (Klein et al. 2000)
WABA gives a detailed picture of patterns of asations between variables at different levels iness
hierarchical data (Dansereau et al. 2006).
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alternative to multiple regression, path analydestor analysis and analysis of
covariance. Advantages of SEM compared to multipigessions include more flexible

assumptions, particularly allowing interpretatioree in the face of multicollinearity

(Garson 2009). However, due to a relatively low bemof participating compani%s
for employee level data, this study employs a uat@ analysis of variance (GLM) in
linking the two levels. In this regard, analysis eofriance (ANOVA) and
‘disaggregation’ of data are used since they agititeate, valid and respectable
procedures in carrying out this type of researdayB995; Hofmann 2002; James and

Williams 2000).

5. 6. 4 Sources of Variance and Assessment of Relat  ionships

When a researcher assesses for variance in a stuslgich more than one level of
analysis is concerned, there is a possibility ofifg a mismatch in the sources of
variance. This mismatch may be due to the factithatstatistically impossible for one
source of variance in a variable to account foifler@nt source of variance in another

variable, since these are two independent levestr¢® 1993; Hofmann 2002). This

mismatch may lead to dangers of fallacious reagShihen the unit of inference is

8 SEM for example, requires at least more than I@abkes in sample size for the maximum likelihood
estimator and tests. Simulation studies point twuaB00 observations for stability of parameteinestes
corresponding to expectation (Hoyle 2008).

9 Fallacious reasoning includes the fallacy of theng level. This consists in ‘attributing somethigaon

effect, a variable, a relationship) to one levehpélysis (the individual) when it is actually dttrtable to
another level (the group)’ (Dansereau, Cho & Yamawi2006: 537).
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different from the unit of analysis (Mossholder aBeédeian 1983; Ostroff 1993;

Dansereau, Cho & Yammarino 2006).

The theory that is used in linking the two leveighis study is based on what has been
traditionally called ‘aggregation’ and ‘disaggregat of study variables (Blau 1995;
Mathieu and Kohler 1995; Shipton et al. 2004). Btigly uses an independent variable
that contains only higher-level variance (i.e., HRWS index) meaning that it can only
account for higher-level variance in the dependeriable. Still, analysts suggest
several options, one of which is to ‘assign theugrmean of the independent variable
down to the individuals within the group and anelyse data at the individual level’
(Hofmann 2002: 264; see also Bliese 2000; Kleiale2000). The approach is called
the cross-level inference and has been discussegsearch in terms of linking
situational variables to individual outcomes (Wtighnd de Voorde 2007). It is
suggested that the approach results in unbiasesneéer estimates (Raudensbush and

Bryk 2002; Hofmann 2002). This is the approach takethis study.

5. 7 Company-Level Measures

This section describes the measures that wereiniskd company-level survey, which

captured various aspects of company outcomes.

108



5. 7. 1 High Performance Work Systems Measure

The measure of HPWS was composed of 18 HRM practioen the areas of staffing,
performance management and remuneration, trainimgl aevelopment and
communication and employee patrticipation. This measvas based upon the work of

Huselid (1995), Guthrie (2001) and Datta et al.0&0 These practices were used to

assess estimates of the proportion of members mbteupational group that were
covered by each high performance work system peaclihe 18 practices formed a

single index representing a measure of HPWS. Usiagiumber of employees in each

occupational group, a weighted averbbéor each practice was computed. The mean of
these 18 weighted averages represented a firmbs gegformance work systems score

(Datta et al. 2005). The Cronbach’s alpha for thisasure was .85. Sample survey

guestions are presented in Table 5.4. A completeof the items in provided in

Appendix E.

10 since HRM practices vary across employee groupsstipns related to HRM practices were asked
separately for two categories of employees. Grougpsprised production, maintenance, service and
clerical employees. Group B comprised executivesnagers, supervisors and professional/technical
employees (Guthrie 2001; Flood et al. 2005; 2008).

1110 illustrate how the index was computed, assumpariicular company has 600 ‘Group A’ employees
and 200'Group B’ employees and that 30% of Group A empley ‘Receive intensive/extensive

training in generic skills’, whereas 60% of GroupeBiployees are covered by this HR practice. The
‘weighted average’ for this HR practice would b6J0*301g9g + (200 * 6Q1001/800 = 37.5. This

averaging technique was applied to each of the R§itdctices.
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Table 5.4 Sample Survey Questions in the HPWS Measu

Please provide responses that best describe HRgesam your operations in Ireland
during 2005-06.

Group A= Production, maintenance, service, clerical eygss.
Group B= Executives, managers, supervisors, professtechliical employees.

Group A _Group B

Performance Management & Remuneration: Whatation of your employees.....

Receive formal performance appraisals and feedbackroutine basis? ... % %

Receive formal performance feedback from more tirensource (i.e., feedback

from several individuals such as supervisors, per3?.......ccccccvveeeeeeen.. % %
Receive compensation partially contingenfrogtividual merit or
[0 T=T 0 (0] 1 4 7= o =3RRI % %

Training & Development: What proportion of yamployees .....

Have been trained in a variety of jobs or skilie(&ross trained") and/or
routinely perform more than one job (are Ssratilized")? ................ % %

Have received intensive/extensive training in conypspecific skills (e.g., task or
firm-specific training)........c.ooi i % %

Source: Flood, Guthrie, Liu, Armstrong, MacCurtditkamwa & O’Regan (2008).

5. 7. 2 Innovation Measure

Innovation was quantified by using the data on neimbf employees in the

company, sales revenue and the response to theaqueé¥/hat proportion of your

organisation’s total salég (turnover) comes from products or services intomadli

12 |n order to verify information on total sales dtcompanies provided by the General Manager,
additional company performance data was obtaineeh tompanies’ reports and the ‘Irish Times
Top 1000 firms’ dataset.
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within the previous 12 months?’ The response te thiestion was multiplied by
total sales to yield an estimate of sales revermmemated by new sales. This sales
figure was then divided by the number of employéesobtain a measure of
innovation — an indication of per capita sales \ati from recently introduced
products or services. This measure summarises lfavoe’s ability to work smart;
that is, impacting company efficiency and innovatibrough process and product

innovations (Huselid 1995; Guthrie 2001; Floodle2A05, 2008).

5. 7. 3 Labour Productivity Measure

Strategic HRM theorists have identified labour prctivity as the crucial indicator
of workforce performance (Appelbaum et al. 2000adRl and Lynch 2001; Delery
and Shaw 2001) and productivity has been frequarggd in a large body of work
in the Strategic HRM literature (Guest et al. 20B8selie, Dietz and Boon 2005;

Datta et al. 2005)As in other works, (e.g., Huselid 1995; Guthrie 20Guest et al.

2003), labour productivity was conceptualised adsssaevenue per employds.
Data on the most recent estimates of total salédaal employment were collected
via questionnaire from both HR manager and the rg¢meanager. A logarithm of

the average of labour productivity from both quastiaires was used as a dependent

13 Limitations of this measure include (a) it does cmntrol for potential increases in costs that may
accompany increased revenue generation (b) neteatients of this outcome measure are directly
controllable by employees (Datta et al. 2005: 13@3t, this measure is a key indicator of
efficiency in companies’ production of revenue atldws comparability across industries (ibid.).
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variable in the multiple regression analysis astherrecommendations of Datta et

al. (2005).

5. 7. 4 Employee Turnover Measure

Similar to previous research (e.g., Huselid 1996th@e 2001; Flood et al. 2005,
2008), the measure of employee turnover rates wakasntfrom responses to the
following survey item: ‘Please estimate your annualuntary employee turnover
rate (percentage that voluntarily departed yourawigation)’. This question was
asked separately for both categories of employ&sup A and Group B). A

weighted average of these separate estimates wgsubed to represent the overall

average rate of employee turnover for each firm.

5. 7.5 Control Variables

The following control variables were used during thgression analysis:

(a) Firm age: the measure of firm age is taken ftoenquestion ‘How long has your
local organisation been in operation?’ To calculhis, a log transformatidi of

the mean of both respondents’ responses was used.

(b) Firm size: number of employees is used to m@idirm size. To calculate this, a

log transformation of the mean of both responderdgplies was used. The main

14 since the distribution of the measure was skewddgarithmic transformation was used (Field
2005; Kuvaas 2008).
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question in this measure was ‘please estimateotériumber of your employees in

your local organisation.’

(c) R&D investment was computed as a percentaganofial turnover. The main
question in this measure was an estimation of vgeatentage of total annual
sales/turnover is spent on research and develop{R&m). The average of the two

respondents (HR and GM) was used.

(d) Unionisation: this measure was taken from thestjon ‘What proportion of
your workforce is unionised?’ A weighted averageregponses for Group A and

Group B was used to compute unionisation.

(e) Product differentiation strategy: this measwes computed from the question
‘During 2005-06, what proportion of your organisats total sales (turnover) was
achieved through a product differentiation straBdjyue to skewed data, the log of

this value was used.

(f) Country of ownership: Irish indigenous compan@nd foreign-owned companies
were differentiated. Irish companies were char&ésdras 1 and foreign-owned

companies as 0.

(g) Industry sector: the companies were dividedo irdeven sectors: (1)
agriculture/forestry/fishing/energy/water, (2) cheah products, (3) manufacturing—
other than chemical/pharmaceutical, (4) retail alstribution, (5) finance, (6)
personal services and (7) transport and commuaitatfhe companies were
dummy-coded to show their membership in one ofdlseven sectors. The financial

services sector was used as a reference group.
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5. 8 Employee-Level Measures

This section describes the measures that wereiniskd employee survey, which

captured various employee behavioural and attialdintcomes.

5. 8. 1 Employee Perceptions of HRM Practices Measu re

The measure of employee perceptions of HRM pragtieas captured by assessing
various HRM-related aspects of job satisfactione Tireasure used a 1 to 5 Likert
scale format. The scale ranged from 1 ‘very sa&iifio 5 ‘very dissatisfied.” All the
items were reverse coded in such a way that higt@es meant higher satisfaction
and lower scores meant lower satisfaction. The maestion was ‘how satisfied are
you with the following aspects of your job?’ Thigasure was adapted from Bacon
and Blyton’s (2000) CORUS survey instrument. It liged 22 items which
comprised items such as: how satisfied are you \@h‘Your rate of pay (b)
‘Payment according to your performance’ (c) ‘Thecaimt of training you receive’
(d) ‘Communication between organisation and emmey¢e) ‘The physical work

conditions.” A complete list of the items is progalin Appendix G.

Table 5.5 provides the solution that was generafidr conducting a factor
analysid® on the measure of employee satisfaction with HRicfices. The

solution showed that there were four major faabadings with initial eigenvalué§

greater than 1. This generated four factors whiginudative percentage of total

15 The aim of factor analysis (FA) is to reduce thember of variables by finding the common
factors among them (Punch 2005). FA was performedlbmultiple scale items to determine
item retention (Kuvaas 2008).

16 kaiser or eigenvalue criterion was used in deteimgi the number of initial factors to be extracted
in the factor analysis procedure (a factor witheeigplue greater than or equal to one was
retained).
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variance (extracted and rotalé)l explained was 65.3%. Since some of the items

were below .45, the recommended cut-off pbfior factor loadings as suggested
by Tabachnick and Fidell (2007), only 14 items whibad acceptable factor
loadings were used in forming a measure of emplogeceptions of HRM
practices. A reliability test was carried out arte tcomposite measure had a
Cronbach’s Alpha of .86. Since composite measuras result in over or
underestimates of effects (Shaw et al. 1998) atysisaof individual elements of
perceptions of HRM practices measure was also peéo. The individual factors-
communication and feedback (alpha .81), training development (alpha .78),
remuneration (alpha .77) and job conditions (alj@i® - were identified and used as
independent variables in carrying out regressioalysis. These HRM-related

elements of job satisfaction measure were labedledemployee perceptions of

HRM practices’ following consultation with the aot&9 of the measure. The
overall measure was, however, used as an indepemdeable in predicting the
mediation effect of job demands on the relationdiepveen perceptions of HRM
practices and employee IWB, OCB and tenure intestid@he combined measure
was used because it would be complicated to measadiation effects by more

than one independent variable. Thus, following $aisd advice, tests on simple

17 Rotation was used to simplify the degree of fitWeen the data and the factor structure. In this

study, the method of rotation used was the orthagmehnique called Varimax.

18 As a rule of thumb, variables with loadings of &t above were interpreted because the greater
the loading, the more the variable is a pure measfithe factor. Tabachnick and Fidell (2007)

suggest that loadings in excess of .71 are ex¢el@hvery good, .55 good, .45 fair and .32 poor.

19 personal correspondence with the author Nick Bgdane 24, 2009) who wrote, ‘I think it is

legitimate to label them as attitudes towards ocgeations of HRM practices.’
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mediation models were carried out rather than cerpiediation tests (Wood et al.

2008; Preacher and Hayes 2008).

Table 5.5 Factor Loadings: Satisfaction with HRM@®ices

Factors®

C&F | T&D | RM | JC

The attention paid to suggestions you make .789

The recognition you get for good work .761

The number of times you receive performance feddbg .739

Communication between organisation and 717
employees '

The amount of training you receive .906

The intensity of the training you receive .903

The ability to perform more than one job .559

Payment according to your performance .838

Your rate of pay 767

The way appraisal is related to payment .685

Your job security 811

The physical work conditions .691

Pension provisions .580

The level of health and safety A74

Eigenvalues 7.53 |1.77 [1.50 [1.26

®Note: C&F = Communication and Feedback, T&D = Tiragnand development,

RM = Remuneration and JC = Job Conditions.

5. 8. 2 Employees’ Innovative Work Behaviour Measur e

Employees’ level of innovative work behaviour (IWBvas rated by adapting
Janssen’s (2000, 2001) nine item measure for inh@vavork behaviour in the

workplace. In this measure, the main question Viasy often do you perform these
innovative work behaviours at your workplace?’ Tagponse was in the format of a
five-point scale ranging from never (1) to alwa$. (tems included (a) creating

new ideas for difficult issues (b) generating arajisolutions for problems and (c)
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mobilising support for innovative ideas. A complése of the items is provided in

Appendix G.

Table 5.6 provides the solution that was generatest conducting factor analysis
for the measure of employee innovative work behavidhree factor loadings were
extracted and they correspond to the nature obtiggnal measure, which assesses
three areas of innovative work behaviour - ideaegaton (alpha .90), idea
mobilisation (alpha .87) and idea realisation (alpB0). There was also a high
degree of intercorrelations among the three facémd a small number of items
overlapped from idea generation to mobilisation aedlisation. Due to these
intercorrelations, the three factors were combitedform an overall scale of
individual IWB. This is consistent with the originaeasure (Janssen 2001). Thus, a
nine-item scale of individual IWB was computed. Teeale reliability of this

measure was Cronbach’s Alpha .95.

Table 5.6 Factor Loadings: Innovative Work Behaviou

Factors’

IR IM IG
Transforming innovative ideas into useful appliocat .841
Evaluating the utility of innovative ideas .785
Acquiring approval for innovative ideas .617
Searching out new working methods, techniques or 827
instruments '
Introducing innovative ideas into the work enviragmh 659
in a systematic way '
Making important organisational members enthusiast 607
for innovative ideas '
Generating original solutions for problems .875
Creating new ideas for difficult issues 776
Mobilizing support for innovative ideas? .608
Eigenvalues 6.33| .686|.520

Note: IR = Idea Realisation, IM = Idea Mobilisatiand IG = Idea Generation.
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5. 8. 3 Organisational Citizenship Behaviour Measur e

Employee level of citizenship behaviour was asskbgausing a 14-item measure of
OCB adapted from Williams and Anderson (1991). Thesasure consisted of seven
items that focus primarily on benefiting specifi@ividuals as target (OCBI) and
seven items that focus on benefiting tbeganisation (OCBO) (Williams and
Anderson 1991; Fields 2002). The main questiomis $cale was ‘to what extent do
you agree with the following statements?’ (Somengplas of the questions in
assessing behaviours directed to specific indivgluneluded) (a) ‘I help others who
have been absent’ (b) ‘I help others who have heawkloads’ and (c) ‘I go out of
my way to help new employees’. For those itemsctigek towards the organisation,
statements such as (a) ‘I conserve and protechma@#onal property’ and (b) ‘my
attendance at work is above the norm’ were usedcoriplete list of the items is
provided in Appendix G. A 1 to 5 Likert scale maaswas used. The scale ranged
from 1 ‘strongly disagree’ to 5 ‘strongly agree’hds, the higher the score the
greater the extent an employee expressed his orotganisational citizenship
behaviour. Three items in the OCB directed spedliffdo the organisation (OCBO)
were reverse coded. These items were (a) ‘I taldesarved work breaks’ (b) ‘I
spend a great deal of time with personal phone eations’, and (c) ‘I complain
about insignificant things at work’. These subss@fOCB measure have been used
in various studies with reliability ranging frompal .61 to .88 for organisational

behaviours directed towards individuals (OCBI), dadorganisational citizenship
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behaviours directed towards the organisation, thiéahility has ranged from

Cronbach’s alpha .70 to .75 (Fields 2002).

Table 5.7 provides the factor analysis solutiomegated on the measure of
organisational citizenship behaviour. Two initigdenvalues had a value of greater
than 1. These factors explained 46.39 per certieofdtal variance. Five items were
used to compute a measure of OCB directed towandéviduals (OCBI).
Cronbach’s alpha for this scale was .78. Two it&ms this subscale were dropped
because they did not load significantly. Three gemere used to compute a measure
of OCB directed towards the organisation (OCBO)orach’'s alpha for this
measure was .85. Four items from the OCBO sub-seate removed before the
scale was computed because they were either bblwtb cut-off point or they did

not load on the dimension as expected in the algoale.

Table 5.7 Factor Loadings: Organisational Citizgm&ehaviour

Factors
OCBI | OCBO

| pass along information to co-workers 725

| help others who have heavy work loads .668

| take time to listen to co-workers’ problems anaorries .665

| take personal interest in other employees .622

| help others who have been absent .618

| complain about insignificant things at work (resee coded) 901
| spend a great deal of time with personal phone

conversations (reverse coded) 875
| take undeserved work breaks (reverse coded) 795
Eigenvalues 4.07 | 237

119



5. 8. 4 Tenure Intentions Measure

Employee tenure intentions were assessed by askapgndents: ‘How long do you
intend to stay with your current employer?’ Thepasse options were: (1) Less
than one year, (2) One to two years, (3) Two tedhyears, (4) Three to four years,
(5) Four to five years and (6) Over five years.sImeasure was adapted from a
tenure intent scale, ‘I would prefer to stay witlistcompany as long as possible’
developed by Ramamoorthy and Flood (2002). Thissomeaassesses an overall
employee intention to remain with the current ergpto The higher score in this
measure suggests an employee’s willingness to ramntihe relationship with the

employer.

5. 8. 5 Job Demands Measure

This measure was used to assess employees’ vieus @dmanding aspects of their
job. Eight items were used to measure how oftepl@yees think they work under
demanding work conditions. Some examples of thastacluded (a) ‘Do you have
to work fast?’ (b) ‘Do you have too much work toddgc) ‘Do you have to work

extra hard to finish a task’ and (d) ‘Do you wonkder time pressure?’ The items
were adapted from a Dutch scale developed andatatidby Van Veldhoven and
Meijman (1994, cited in Janssen 2001) which measdmmanding aspects of the
job (Janssen 2000:291). The measure included tl@ving response options: 1=
Never, 2= Rarely, 3= Sometimes, 4= Often and 5=atsv Cronbach’s alpha for

the measure was .81.
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5. 9 Conclusion

This chapter examined positivism as an epistemoéb@pproach that is used in this
study. In contrast to other epistemological appneacthat are subjective and
interpretative in nature, a positivistic survey hoet was adopted due to its
usefulness in data collection and analysis in HRMIies. This study acknowledged
the usefulness of positivism and survey reseanahgliol not dismiss the importance
of interpretivism and its various approaches ineigdcritical realism. This study

opted for a mixed research approach by conductitegpviews among HR managers
to enrich the study findings. These interviews weagied out in order to evaluate
different aspects of HRM practices that might net dovered by the surveys.
Through the use of surveys it was possible to abtéyher reliability in the study

because all respondents were administered withrmlatdised questionnaire. At the
same time, by conducting in-depth interviews while managers, it was hoped to
increase the explanatory power of the findings. Thapter also presented a
descriptive analysis of the various measures tretewsed in the study. Factor

analysis and reliability tests were also presented.
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CHAPTER SIX
COMPANY LEVEL DATA ANALYSIS

6. 1 Introduction

This chapter presents the company level reseandinfis20 The main objective of
this study was to assess the effect and applitalofithe utilisation of HPWS on
firm performance, in particular workforce innovatjolabour productivity and
voluntary turnover. The chapter begins with a pnést@on and descriptive overview
of the statistics, and ends with a presentatiorthef correlation and regression
findings. Correlations are used in order to examihe association between
variables. Specifically, associations between HPWME independent variable) and
innovation, productivity and turnover (dependenialales) are elaborated. Findings
on regression analysis are used to explain thenexewhich HPWS account for

changes in innovation, productivity and turnover.

6. 2 Sample Representativeness and Non-Response Bia s

Sample representativeness is related to the idsnemeresponse bias. The two are
related since even a relatively high increase spoase rate is not a guarantee of
representative data (Bjertnaes, Garratt and Bo2@d8). Mail surveys have a

potential for a low response rate (Blumberg, Coomed Schindler 2005), thus

20 Much of the research findings in this chapter &mam the report by Flood, Guthrie, Liu,
Armstrong, MacCurtain, Mkamwa & O’Regan 2008): ‘Néwodels of High Performance Work
Systems: The Business Case for Strategic HRM, &attip, and Diversity and Equality Systems’

NCPP & The EA, Dublin. The investigator of thiseasch is named as a co-author in this report.
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testing for a non-response bias was necessaryitoats the effects of non-response
error (Armstrong and Everton 1977; Moser and Kalg®94). The threat of non-
response bias exists whenever significant numbfetiseotargeted population fail to
respond (Ostroff, Kinicki and Clark 2002; Moser aKdlton 2004). Moser and
Kalton argue that ‘It is not of course the lossample numbers that is serious, but
the likelihood that the non-respondents differ gigantly from the respondents, so

that estimates based on the latter are biased4(ZB2).

There was a relatively low response rate in thisdwt Therefore, sample
representativeness and possible non-response brastested for. This can be done
by comparing demographic and contextual variabtesnfthe respondents with
‘known’ values from the population to see if theffat in terms of the available data
(Armstrong and Overton 1977; Smith et al. 1994; Aok, Bellenger and Rigdon
1994; Spitzmuller, Glenn, Barr, Rogelberg & Danif06). This is one of the
desirable methods in assessing sample represamesis and non-response error,
since ‘Comparing known population characteristicshwhose of the obtained
sample allows direct assessment of error’ (Wilddellenger and Rigdon 1994:52).
The investigator (using a one-way ANOVA procedureinpared the respondents
(the sample of the population) with the populatdthe study on company size and
industry distribution. The results showed no sigaifit differences between the
respondents and the population in company size 1R, sig. = .252) and industry
distribution (F = .503, sig. = .681). These resuyltsvided statistical conclusions

based on ‘known’ values in the sample and populatiata. In this way, the threats
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of sample representativeness and non-respons&brasruled out. Thus, the profile
of participating companies was commensurate with dbeneral profile of larger

companies in Ireland (that is, the Top 1000 comgsni

6. 3 Industry and Company Profile

The companies that responded represented varialisstires. Table 6.1 below
shows that approximately one-third were in manui@cg, 27 per cent were in
service industries (finance, personal, recreationealth and other services) while
less than 4 per cent of companies were from theggra water industries. In terms
of the age of the companies, the average compahpéen established for about 37
years with a median number of employees of 270.ufl®4 per cent of the

employees were unionised.

Table 6.1 Industry Distribution of Participating i@panies

Industry %

1 Other Manufacturing 24.24
2 Retail and Distribution 13.64
3 Banking, Financial Services 12.12
4 Building and Civil Engineering 7.58
5 Other Services 7.58
6 Transport and Communication 6.82
7 Metal Manufacturing 6.82
8 Chemical Products 6.82
9 Agriculture/Forestry/Fishing 4.55
10 Energy and Water 3.78
11 Health Services 3.03
12 Personal, Recreational Services 3.03
13 N =132 100
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6. 4 Profile of the Respondents

For the human resource (HR) questionnaire, 70 et @f respondents were human
resource executives/managers (e.g., Human Resbureetor or Human Resource
Administrator), 20 per cent of respondents weraosegxecutives (e.g., Managing
Director or Chief Executive Officer) and 10 per taf respondents were other
senior executive officers (including Financial ©#r, or Operating Officer). For the
general manager (GM) questionnaire, 70 per centespondents were senior
executives (e.g., Managing Director, Chief Exeaut®fficer, Director of Country

Business, or Chairperson), and 30 per cent of retgus were other senior

executive officers (including HR Officer, Financiafficer, or Operating Officer).

Table 6.2 illustrates the sample’s country of owhgr profile. 50 per cent of the

participating companies were Irish-owned.

Table 6.2: Country of Ownership

Country N %
1 Ireland 66 50
2 USA 34 25
3 Germany 9 6.8
4 UK 7 5.3
5 Other 16 12.9
6 Total 132 100

125



Table 6.3 presents the breakdown of responderibeseon the proportionate use of
various HPWS practices among lIrish companies. Cerage, Irish companies’
utilisation of HPWS is about 48.81 per cent. Inestlwvords, a score above 48.8
implies a more extensive utilisation of HPWS ang aoore below that number
implies a less extensive use of HPWS. The highestesin this table (closer to
100%) shows the extent a specific company policyHBr practice is in use in the
sample of Irish companies. In this regard, 96 part of the sample has access to
formal grievance or complaint resolution procedu®snilarly, about 74 per cent
receive intensive and extensive training in compsscific skills. Lower scores in
this measure indicate less extensive use of HPV@Sllustrate how the index was
computed, assume a particular company has 600 fGASuemployees and 200
‘Group B’ employees and that 30% of Group A empks/e‘Receive
intensive/extensive training in generic skills’, evbas 60% of Group B employees
are covered by this HR practice. The ‘weighted ager for this HR practice would

be [(600*30100 + (200 * 6Q100]/800 = 37.5. This averaging technique was

applied to each of the 18 HR practices.
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Table 6.3 The Use of HPWS in Irish Companies

Staffing:

What proportion of your employees..... Pct. Score
Are administered one or more employment tests,(sldils tests, aptitude tests, mental/cognititdity )
tests) prior to hiring? 24.19%
Are hired on the basis of intensive/extensiveuiticrg efforts resulting in many qualified appli¢ca® 57 67%

. (]
Hold non-entry level jobs as a result of interpabmotions (as opposed to hired from outside of jthe .
organization)? 34.37%
Hold non-entry level jobs due to promotions baggon merit or performance, as opposed to seniority? 44.99%

Training & Development:

What proportion of your employees..... Score
Have been trained in a variety of jobs or skiiee("cross trained") and/or routinely perform entitan one| .
job (are "cross utilized")? 53.72%
Have received intensive/extensive training in campspecific skills (e.g., task or firm-specifiaitting)? 3.58%

. (]
Have received intensive/extensive training in genskills (e.g. problem-solving, communication liski
etc.)? 37.23%

Performance Management & Remuneration:

What proportion of your employees..... Score
Receive formal performance appraisals and feedbaekroutine basis? 67.32%
Receive formal performance feedback from more thra@ source (i.e., feedback from several indivisljal .
such as supervisors, peers etc.)? 20.57%
Receive compensation partially contingentgsoup performance (e.g., profit-sharing, gainsharingyrte
based)? 34.44%
Are paid primarily on the basis of a skill or krledge-based pay system (versus a job-based systehgt?)
is, pay is primarily determined by a person's skilknowledge level as opposed to the particulbrtiat 28.16%
they hold

Communication & Participation:

What proportion of your employees..... Score
Are involved in programmes designed to elicit jogwation and employee input (e.g., quality circlgés .
problem-solving or similar groups)? 36.88%
Are provided relevant operating performance infation (e.g., quality, productivity, etc.) 72.22%
Are provided relevant financial performance infation? 68.04%
Are provided relevant strategic information (egrategic mission, goals, tactics, competitor rimf@ation,
etc.) ? 67.41%
Are routinely administered attitude surveys tantifg and correct employee morale problems?. 37.63%
Have access to a formal grievance/complaint réisolprocedure 96.17%
Are organized in self-directed work teams in perfimg a major part of their work roles? 36.09%

Average
score
HPWS Index 48.81%
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Table 6.4 presents the results showing the exwnwhich HPWS are utilised
according to organisational characteristics. Theyuide industry sector, country of
ownership, organisational size and unionisation. particular, the results
demonstrate that HPWS are more extensively utilisegbersonal services and
chemical products sectors. They are less useckiretail and distribution and health

services sectors.

Table 6.4 HPWS Utilisation by Organisational Ché&gastics

Industry Sector/Country of % of HPWS
Ownership/Firm Size and Unionisation Usage

1 All Firms 48.81
2 Personal Services 64.41
3 Chemical Products 63.56
4 Transport/Communication 61.35
5 Finance Services 56.49
6 Energy/Water 52.57
7 Metal Manufacturing 47.89
8 Other Manufacturing 47.02
9 Other Services 45.34
10 Agriculture/Forestry 44.98
11 Building 44.75
12 Retail and Distribution 38.02
13 Health Services 35.77
14 Irish Owned 38.72
15 MNCs 57.29
16 Size: less than 100 employees 44.92
17 Size: between 100 and 500 employees 45.88
18 More than 500 employees 58.01
19 Unionisation = 0% 50.57
20 70%> unionisation > 0% 47.61
21 100%> unionisation > 70% 48.39
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Figure 6.1 illustrates the extent to which HPW8tiksed according to company
size.

Figure 6.1 HPWS Usage and Number of Employees
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Figure 6.2 illustrates the extent to which HPWSQuidised according to level of

unionisation.

Figure 6.2 HPWS Usage and Level of Unionisation
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Figure 6.3 shows the extent to which HPWS is @iliaccording to country of

origin.

Figure 6.3 HPWS Usage and Country of Origin
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6. 5 Correlation Results

Table 6.5 presents means, standard deviations@nelation coefficient results for
the study variables. The study showed that HPWS peagively and significantly
correlated with innovation (r = .35, p < 0.01) dadour productivity (r = .16, p <
0.05), and negatively related with turnover (r £8;.p < 0.05). HPWS was also
positively and significantly related to some cohtnariables, namely R&D
investment (r = .37, p < 0.01) and differentiatgtrategy (r = .32, p < 0.01). Overall,
correlation results suggest that greater use of BRW&s positively related to labour
productivity and innovation as hypothesised. HPWS&s wegatively related to

turnover, again as hypothesised.
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Table 6.5 Means, Standard Deviations and Correlstior Study Variablés’

MEAN SD N | 2 3 4 a b 7 8 g 10 il 12 13 14 1 16

|| COUNTRY DF ORIGIN k| a 132 1.00
2 | AGRICULTURE 1B 37 132 1a(*) 1.00
3 | CHEMICAL 07 25 | 132 | -270%%) -12 1.00
4 | MANUFACTURING Kil 47 | 132 -12 -29(*) | -18(*) | 1.00
a | RETAIL 14 34 | 132 SI0%) -17(%) -1l -27(*%) 1.00
B | SERVICES 14 34| 132 -13 -17(%) -0 -270%) | -06(Y) | 10D
7 | TRANSPORT &

COMMUNICATION 071 2o | 132 -03 -0.12 07 0 -180% -l -l .00
8 | C0. AGe (LN) 3.3 a7 | 132 27(*%) 5 -03 05 Al -.08 -0a 1.00
9 | Co.Size (LN) a7 13 | 132 -07 0l -0l 12 -12 -13 1909|310 1.00
10 | UNIONISATION 34 3a 122 -07 1a(*) 12 Al =230 | -A3 200 | .38 S32(°%) 1.00
Il | R&D INTENSITY 34 44 13| -330%) | -2 | .31 08 -24(**) | .08 08 -16(*) a7 -08 1.00
12 | DIFFERENTIATION

STRATEGY (LN) 38 | T3 | 122 | -23(**) | -2B(Y) | 2(Y) | -JB(Y) 05 18(%) -0 -0 05 -07 18(%) 1.00
13 | INNOVATION 1.4 17 92 -7 -4 13 -29(%) b Az 02 -1l -a3(**) -00 18 3a(**) 1.00
14 | PropucTviTy (LN) | .86 | .80 | 12 -12 - 04 A -l 1y | -03 | .20(%) A -300*%) 12 08 .03 BAC) 1.00
13 | TURNOVER 17 12 1 .08 02 -15 -02 15 -05 -13 -l 18() -250%) | -1 -0 S34(**) | -45(*%) | 100
16 | HPWS 487 20 126 | -36(**) -10 A -05 =220y | .09 -00 -1l 12 -03 S107%) S2(7%) 3a(**) 16(*) -18(*) | 100

*p < 0.05; ** p < 0.01; *** p < .001 (one-taileasts) 2 Coefficient alpha for a multiple-item HPWS indexsv&5. "Pairwise deletion
of missing values reduced the sample size fromtd32imbers ranging from 92 to 131.
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6. 6 Regression Results
The multiple regression analysis was used as timapy test of the research

guestion. The main question was: what are the tsffef HPWS usage on
organisations’ innovation, productivity and volurtéurnover? Regression results are
presented in Table 6.6. Overall, the model accaufde 27 per cent of the variance
in workforce innovationK = 3.35;p < .001), 36 per cent of the variance in labour
productivity & = 4.99;p < .001), and 25 per cent of variance in voluntamnover
rates E = 2.98; p < .05). In running the regressions, alper of variables were
controlled for. Model 1 contains the set of cohtrariables (firm origin, industry
sector, firm age, number of employees, level obaisation, R&D investment and
the extent to which the film pursues a productedéhtiation strategy). Overall,
model 1 accounted for about 24 per cent of theamag in innovationK = 3.07; p <
.05). The addition of the HPWS variable (model @aunted for an additional 3 per
cent variance above the variance explained by cbrtiriables (model 1)AF =
5.31, p < .05). With regard to labour productivitypdels 3 and 4 present results
relating to the effect of control variables (modl and the addition of HPWS
variable in the regression (model 4). Model 3 aoted for about 31 per cent of the
variance explained in the labour productivity measiihe addition of HPWS (model
4) accounted for approximately 5 per cent of theiavee above the variance
explained by the control variableSH = 9.02, p < .05]. Model 5 and model 6 present
results relating to the effect of control variab{esdel 5) and HPWS variable (model
6) on labour turnover. Overall, model 5 accounted dbout 22 per cent of the
variance in labour turnover. The addition of HPWi{lel 6) accounted for a unique

variance of about 3 per cent in turnoveF€ 4.62, p <.05).
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Table 6.6 Multiple Regression Analysis to Testtio Variance Accounted for by HPWS on Three Measafe

Company Performance

Variables

Model 1

Model 2

Model 3

Model 4

Model 5

Mdel 6

Workplace Innovation

Labour Productivity

Voluntdryrnover

Step 1: Control Variables B B B B B B
Firm Origin -.09 -.03 -.16 -.09 -.01 -.06
Agriculture -11 -13 .23 20" -.09 -.07
Chemical -.16 -.16 19 .20 -.08 -.09
Manufacturing -.25 -.23 12 14 -13 -14
Retail .06 .08 32 33 .02 -.00
Services -.10 -.08 .03 .05 -.08 -.10
Transport and Communication -.02 -.03 14 12 -.20 -.18'
Firm Age .04 .07 24 27 -17 -19
Firm Size (no. of employees) -36 -38" -45" -48" 36 397
Unionisation A7 18 -.03 -.02 -.25 -.26
R&D Investment 15 A1 14 .10 -16 -.13
Differentiation Strategy 23 .18 15 .08 -14 -.09
Step 2: Independent Variable

HPWS - 21 - 26 - -.20
AR? - .03 - .05 - .03
Model R 24 27 31 36 22 25
Adjusted R .16 19 .24 .28 14 .16
Model F 3.07 3.35" 436" 4.997 2.76° 2.98"

NOTES: N =132, **p < 0.001; * p< 0.01, *p < 0.05, 1p<.10; all tests are one-tailed.
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6. 7 Conclusion

The main objective of this chapter was an exanonatif the impact of HPWS on
company innovation, productivity and voluntary tower. In order to examine this
relationship, statistical tests to assess the thi@asample representativeness and a
non-response bias were carried out. The tests mledoth the threat of sample
representativeness and a non-response bias. Atieldmg a descriptive overview
of the sample (the respondents profile, the inguatrd company profiles) this
chapter presented the correlation and regressialyses. Overall, the study showed
that greater use of HPWS was associated with amease in innovation, labour

productivity and a reduction in turnover.

These results were consistent with previous thealeand empirical studies, as
discussed in the literature review (Huselid 199&ih&e 2001; Batt 2002; Laursen
2002; Lau and Ngo 2004; Datta, Guthrie and Wrighd®2 Wang and Zang 2005;
Sun, Aryee and Law 2007; Zheng, O’Neil and Morristh09). The results also
showed a number of control variables that were sgypificant in explaining the

variance accounted for in the measures of innowagowoductivity and turnover.

These variables included firm size or the numbegroployees in the company, the

level of unionisation, firm age and industry sector
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CHAPTER SEVEN
EMPLOYEE LEVEL DATA ANALYSIS

7.1 Introduction

This chapter provides a descriptive and analyteedmination of the employee

survey data. It examines employees’ responsestsutveys which were conducted
in the five companies that participated in employgerveys. It begins with a

presentation and descriptive overview of the gtatisand ends with a presentation
of the correlation and regression findings. Cotrefes are used in order to examine
the association between variables. Specificallgpastions between independent
and dependent variables are presented. Findingegrassion analysis are used to
explain the extent to which independent variabtEoant for changes in dependent

variables.

7.2 Characteristics of the Sample

A total of 220 employee respondents were includedthe sample. These
respondents were drawn from five companies and weaed together as one
sample. The companies came from the manufactufimgcial services, transport
and communication industries. Three of them pauditgd in the GM/HR manager
survey, and two were administered with the GM/HR/ey at a later period. These
two companies were not a perfect match with théezazompanies, but they were

very close in terms of industry profile. Of thesg02Zespondents, 67 per cent were
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male. In terms of education level 33 per cent efsample were Leaving Certificate

holders. Table 7.1 provides the breakdown of thecational level of the sample.

Table 7.1 Education Level

N %
Primary 6 3
Inter/Junior 21 10
Leaving Cert 73 33
Tech/Diploma 52 24
Degree 50 23
MA/PhD 14 7
Total 216 100

With regard to occupational type, while the teckamnccategory was the smallest
with a 7 per cent of the total sample, the protesdi group was the largest

accounting for 30 per cent of the respondentdastriated by Table 7.2.

Table 7.2 Occupation Type

N Percent
General Skilled 31 14
Skilled Craft 25 12
Technician 15 07
Administrative 44 21
Professional 63 30
Supervisory Administrative 34 16
Total 212 100
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Lastly, the sample was categorised according to diwentry of origin of the
respondents. The sample shows that the majorityhefrespondents were of Irish

origin (see Table 7.3).

Table 7.3 Country of Origin

N %
Irish 186 85
White (non- Irish) 21 10
West-Euro exc. Irish 7 3
East-Euro exc. Irish 3 1
Asian 3 1
Total 220 100

7.3 Individual Items Descriptive Analysis

This section gives a summary of the respondentifides to various items as asked
in the measure of satisfaction with HRM practidé¢B, OCB, tenure intentions and
perceptions of job demands. The presentation ot ikert-like scale was collapsed
in order to simplify the understanding of employserceptions of the individual
items. In this regard, beingery satisfiedand being atisfiedwere collapsed into one
category of beingatisfied Similarly, beingvery dissatisfiecand beingdissatisfied
were collapsed into one group of being dissatisfiedere was also a neutral

position that designates being neither satisfieddmssatisfied.

Table 7.4 provides a breakdown of employees’ p¢imep of HRM practices in
their workplaces. This indicates that the majootyespondents were satisfied with

their level of job security (78%), their ability fmerform more than one job (72%),
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and their physical working conditions (71%). Howewbe analysis also shows that
quite a high proportion were not satisfied with desvof performance feedback

(40%), and the degree to which pay was linked ttop@ance (36%).

Table 7.4 Employee Perceptions of HRM Practices

Satisfaction with HRM practices Measure
Q: How satisfied are you with the followin % % %
aspects of your job? Satisfied| Dissatisfied| Neutral
The attention paid to suggestions you mak 57 18 25
The recognition you get for good work 46 27 27
The number of times you receive 35 40
performance feedback 25
Communication between organisation &
employees 46 28 26
The amount of training you receive 57 20 23
The intensity of the training you receive 56 17 27
The ability to perform more than one job 2 9 19
Payment according to your performance 40 31 29
Your rate of pay
51 27 22
The way appraisal is related to payment 24 36 40
Your job security 78 11 11
The physical work conditions 71 13
16
Pension provisions 64 13 23
The level of health and safety 66 18 16
N =220
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With regard to innovative work behaviour, the measshowed a trend among the
respondents which indicated that IWB was low amtrg sample. A very small
number of respondents seemed to be innovativeeithitee areas of innovation that
were tested. The majority of the respondents @dito have eithereveror to have
rarely engaged themselves in innovative activities. is tegard, Table 7.5 provides
a breakdown of the percentage of respondents wihatit they have eithereveror
rarely performed innovative work behaviours versus theke thought they often

or always performed innovative work behaviours.

Table 7.5 Descriptive Analysis on Innovative Worghaviour

Innovative Work Behaviour
Q: How often do you perform these % % %
behaviours? Never/ | Often/ | Sometimes
Rarely | Always

Transforming innovative ideas into useft
applications? 34 24 41
Evaluating the utility of innovative ideas? 43 19 38
Mobilizing support for innovative ideas?| 36 25 39
Acquiring approval for innovative ideas? 40 24 37
Searching out new working methods,
techniques or instruments? 44 25 31
Introducing innovative ideas into the wol
environment in a systematic way? 43 21 36
Making important organisational membe
enthusiastic for innovative ideas? 50 17 33
Generating original solutions
for problems? 25 31 44
Creating new ideas for difficult issues? 29 36 35
N =218
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Lastly, Table 7.6 provides a breakdown for the oesps to the employee
organisational citizenship behaviour measure. Imegd, employees in these
companies agreed to a greater extent that theygedga activities that could be
called pro-social. With the exception of employeedtitudes towards taking
personal interest in other employees (69%), alm80sper cent of the employees
agree that they help others who have been absahteragage in similar pro-social
activities such as passing information to co-woskand listening to co-workers’
problems and worries. A very small percent of erppés showed a complete lack

of pro-social behaviours.

Table 7.6 Descriptive Analysis of Citizenship Beioav

To what extent do you agree with the % % %
following statements? Disagree Agree Not Sure

| help others who have been absent 6 80 14
| help others who have heavy work loads 4 89 7
| pass along information to co-workers 3 89 7
| take time to listen to co-workers’
problems and worries 2 88 9
| take personal interest in other
employees 8 69 23
| complain about insignificant things at 76 15 9
work
| spend a great deal of time with personal 83 12 5

phone conversations

| take undeserved work breaks 70 20 10

N =219
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In terms of employees’ perceptions of job demantiable 7.7 provides the

breakdown of the percentage of respondents’ paarepof job demands. About 50
per cent of the employees thought that they ofeehtb work too fast and carry out
their work under time pressure. Similarly, aboutget cent thought that they had to
work extra hard to finish their tasks. However, ath®0 per cent thought that they

rarely or never had any problems with the workload.

Table 7.7 Descriptive Analysis on Job Demands

0, 0
To what extent do you yvork under the Nec)er/ Alwﬁys / % .
following conditions? Rarely Often Sometimes

Do you have to work fast? 10 48 42
Do you have too much to do? 17 40 43
Do you have to work extra hard to finish a task] 16 32 51
Do you work under time pressure? 18 48 33
Can you do your work in comfort? 49 17 35
Do you have to deal with a backlog at work] 29 31 40
Do you have problems with the pace of wori 63 9 28
Do you have problems with the workload? 59 12 29
N =218

7.4 Means and Correlations

This section presents findings based on the ctiwalanalysis performed from the
employee survey. Table 7.8 provides the means, nilmaber of respondents,

standard deviations and correlations among thabi@s in the study.
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Table 7.8 Means, Standard Deviations and Pearsoel&ion$’ b

Mean | SO | N | 7 3 4 5 B 1 8 g 0 I I 13 l4

| Gender BB | 47 | 28
2 Education 4 12 206 | -220**)
3 Age 3 11 21 120 -16(**)
4 Occupation 4 LT 212 | -230%) | .34(**) I
5 Country Origin 3 B3 | 218 -05 -12(% .08 10
B | Communication & | 3 81 | 220 *

Feedback -1l 1a(*) -0a 08 -l 8l
T puraning & GBI g [ 05 | o | om | 4o |8

evelopment
8 Remuneration 3 87 | 220 -07 05 05 -3 -03 S4(7%) | 2807 17
g Job Conditions 4 Jho| 220 | -1 13(% 12(%) 210%) -8 A30*) | 37%) | A4B() 58
10 ¢ Percepti .

ikt | | e | oo | | | em | e | s | ey | B |8

| IWB 3 Al 218 03 JB() -0 230%) | -180) | .870%) 13(%) 1a(*) J4(*) 28(*%) A5
12 OCBI 4 a2 218 | -I5(*) a7 12 26(*%) -03 006 .02 04 J30%) 0 JA(*) .18
13 0CBO 4 ar |28 -08 -02 04 280%) | A7) | -18(t) -07 -12(%) -097 -17(*%) -l 220*%) 85
4 | Tenure Intentions | 5 162 | 200 05 S310%) | .270%%) -02 IB(**) -.08 103 -04 J6(%) 04 02 08 1a(*)
15 Job Demands 3 B3 | 218 -003 .08 -3 13(%) -12(%) -12(%) .08 S220%) | -2000%) | -1BC%) | 240t | .20(0*%) -06 04

* Correlation is significant at the 0.05 level @iled). ** Correlation is significant at the 0.0dvkl (1-tailed)®Pairwise deletion of missing values reduced the
sample size from 220 to numbers ranging from 21®across various measur&ronbach’s alpha for multiple item measures onéy@movided in the

diagonal “Perceptions of HRM-Composite’ refers to the coniomeasure of employee perceptions of HRM prastiedistinguished from individual measures
of HRM practices namely training and developmeatmmunication and feedback, remuneration and jollitions.
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7.5 Multiple Regression Analysis

This section presents results for the regressiodefsothat are proposed in this
study. Essentially, the multiple regression analygas performed to examine the
extent to which employee perceptions of HRM pradi¢individually represented
by perceptions of HRM practices related to commatinn and feedback, training
and development, remuneration and job conditioxpjagn employee innovative

work behaviour, organisational citizenship behaveand tenure intentions.

Table 7.9 provides the multiple regression restdtsvariance accounted for by
employee perceptions of HRM practices on the measoir IWB, OCBI, OCBO and

tenure intentions. Models 1 and 2 present reseltsting to the extent to which
control variables (model 1) and independent vaeslfmodel 2) explain employee
innovative work behaviour. Model 1 accounted foowthll per cent of the variance
in employee innovative work behaviold#(p,203) = 2.62, p < .01]. An addition of
certain independent variables in the regressiomat (is, perceptions of HRM

practices related to communication and feedbac#initry and development,
remuneration and job conditions), accounted foruald@ per cent unique variance,
that is, above the variance explained by the comwadel AF = 8.41, p < .001).

Overall, this model accounted for about 24 per cérthe variance (Model & in

employee innovative work behaviol([L3,203) = 4.68, p < .001).

Models 3 and 4 present results related to the extamtrol variables (model 3) and

independent variables (model 4) explain employeeBOThe control variables
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(model 3) accounted for about 14 per cent of threamae in employee likelihood of
exhibiting OCBI F(9,203) = 3.44, p < .01]. An addition of indepenideariables to
the control model accounted for an increase of abmo per cent unique variance
above that accounted for by model 8~(= .90, p > .05). Overall, this model
accounted for about 15 per cent of the varianceniployee OCBI (Model B,

[F(13,203) = 2.66, p < .01].

Models 5 and 6 present regression results relabn@CB directed towards the
organisation (OCBO). The control model (model 5)camted for about 39 per cent
of the variance in employee OCB®(9,204) = 13.56, p < .001]. The addition of
independent variables explained about two per cemgue variance above the
control model AF= 1.26, p > .01). Overall, the model accounted farualt0 per
cent of the variance in employee likelihood of egigg in citizenship behaviour

directed to an organisatioR([13,204)= 9.82, p < .001].

Lastly, models 7 and 8 present regression resel&timg to employee tenure
intentions. The control model (model 7) accounted dbout 19 per cent of the
variance in employee tenure intentio”R%9,186)= 4.74, p < .001). The addition of
independent variables in the regression accourdedlfout six per cent unique
variance above the variance explained by the contomlel AF= 3.25,p > .05).

Overall, the model accounted for about 25 per cdnthe variance in employee

tenure intentionsH(13,186 = 4.45, p < .001].
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Overall, these findings show that employee peroeptof HRM practices related to
communication and feedback and occupation as aatovdriable were the only

significant independent variables for variance axmd in employees’ innovative
work behaviour. Similarly, employee perceptionsHRM practices related to job
conditions was the only significant but weak indegent variable in explaining the
variance accounted for in organisational citizepshehaviour directed towards
individuals. However, the control variables gend®rcupation and company type
were significant variables in explaining OCBI. Retjag OCBO, the results show
that employee perceptions of HRM practices reldtetraining and development
were significant but weak in explaining OCBO. Enyde perceptions of HRM

practices related to job conditions significantlxpkined employee tenure
intentions. Similarly, age, education and compaypetas control variables were

significant in explaining employee tenure intension
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Table 7.9 Multiple Regression Analysis to Testtfor Variance Accounted for by Employee Perceptadres Set of
HRM Practices on Measures of Employee IWB, OCBIBOCand Tenure Intentiof$’

Variables Model 1| Model 2 Model 3 Model4 Model5 Model 6 ielod Model 8
IWB OCBI| OCBO Tenure Intentions
Step 1: Control Variables B B B p p p p p
Gender 11 .09 -17 -17 -.07 -.07 -.03 -.02
Education .07 .08 .02 .02 2 13 -26" -26"
Age -.01 -.02 .03 .00 -.02 -.04 18 16
Occupation 26 27 24" 21 16 14 .03 -.04
Country of Origin -11 -.13t -.05 -.06 .00 .00 .07 .06
FSI-CO -.04 -.15t -23 -24" -.18" -20° -20 -18
PEGCO .02 -.06 -12 =14 -.07 -.07 .07 .04
DRMCO 12 .05 .02 -.01 -57 -58" -.03 -.06
BUCOMCO .04 12 -12 -11 -11 -12 -.13t -12
Step 2: Independent Variables
Communication & Feedback - 45 - .00 - -.04 - -.07
Training & Development - -.01 - -.06 - -12 - .06
Remuneration - -.04 - -.05 - -.01 - -.14
Job Conditions - -12 - ie6 - .08 - 27
AR? - 137 - .02 - .02 - .06
Model R 117 247 147 15 397 40 197 25
Adjusted R 07" 197 10 10 36 .36 15" 19
Model F 2.62 4.68 3.44 2.66 13.56 9.87" 474" 4457
N 204 204 204 204 205 205 187 187

Notes*TRAMCO is omitted in this regression since it iseference group variabléMissing data and listwise deletion reduced samigkefsom 220 to sizes
ranging from 187 to 205 in different variables e tmultiple regression analysis; *p*< 0.001; ** p < .01, *p < 0.05, fp < .10; all tests are one-tailed.
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7.6 Conclusion

The objectives of this chapter included examinihg extent to which employee
perceptions of HRM practices account for variamcemployee IWB, OCBI, OCBO

and tenure intentions. It began with an overvievthaf extent to which employees
agreed or disagreed with a number of HRM practietged to communication and
feedback, training and development, remuneratiod g conditions. It also

presented a descriptive overview of employeesudts related to innovative work
behaviour, organisational citizenship behaviounute intentions and perceptions of
job demands. Thus, a descriptive statistic wasngigbowing the extent to which
employees agreed or disagreed with the individeah$ that were used in exploring

the respective variables in this study.

The chapter concluded with a presentation of catiet and regression findings.
Overall, multiple regression analysis showed thateach model at least one
independent variable was significant in explainimg dependent variable. Similarly,
a number of control variables were significantxplaining the dependent variables.
However, the multiple regression results showed ¢bhenpared to IWB and tenure
intentions, there were weak significant relatiopshbetween employee perceptions

of HRM practices and the measures of OCBI and OCBO.
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CHAPTER EIGHT
TESTS OF MEDIATION AND MEDIATOR ANALYSIS

8.1 Introduction

This chapter presents tests of mediation that wenelucted in this study. It begins
with a brief theoretical description of mediatidoreg with the procedures that were
followed in the tests for mediation. Baron and Kgan(1986) conditions for
mediation, and the Sobel test were used as the prnagedures. This section ends
with a presentation of mediation regression reswligting to the mediation effects
of employee perceptions of job demands on theioelstiip between perceptions of
HRM practices (measured through the composite nneasfuemployee perceptions
of HRM practices) and employee innovative work heébar, organisational
citizenship behaviour and tenure intentions. Ladtig chapter presents regression
results relating to the cross-level inference Igkicompany level utilisation of

HPWS and employee level outcomes.

8.2 The Meaning of Mediation and Mediator Analysis

A variable functions as a mediator when it can aatdor the relation between the
predictor and the criterion (James and Brett 138&on and Kenny 1986). This
happens when a variable can specify or explain ¢tvowhy such effects occur in the
relationship. This is when the predictor has aeafbn the mediator variable and
this in turn influences the outcome variable (Migsd Shevlin 2001). Figure 8.1

shows the mediation model where the mediator iomptete influence of the
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predictor on the outcome variable. This model satgéhat the predictor variable
does not have influence on the outcome other tlneninfluence through the
mediator variable (James and Brett 1984; Miles &hdvlin 2001). On the other
hand, Figure 8.2 shows a partial mediation wheeeptiedictor variable exerts some
of its influence via a mediating variable, andxeds some of its influence directly
and not via a mediator (James & Brett 1984; Banmh lkenny 1986; Preacher and

Hayes 2004).

Figure 8.1 Complete Mediation Model

Predictor .| Mediator Outcome

Y

Adapted from: Miles and Shevlin (2001).

Figure 8.2 Partial Mediation Causal Chain

Mediator
/ N b
Independent ¢ Outcome
Variable » Variable

Adapted from: Baron and Kenny (1986); Preachertéagks (2004).
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In order to test for mediation effects, a variatbiat functions as a mediator has to
meet the following requirements or conditions: Y&riations in levels of the
independent variable significantly account for atans in the presumed mediator
(i.e. patha). (b) Variations in the mediator significantly acamt for variations in the
dependent variable, i.e. path and (c) when patha and b are controlled, a
previously significant relation between the indegmt and the dependent variable
is no longer significant, with the strongest dem@aigon of mediation occurring

when pattc is zero (Baron & Kenny 1986: 1176).

However, Baron and Kenny (1986) suggest that pdtbing reduced to zero would
be strong evidence for a single dominant medidiat, since many studies treat
phenomena that have multiple causes, a more ieafisal should be to seek
mediators that significantly decrease pathrather than eliminating the relation
between the independent and dependent variablegettier. Thus, a significant
reduction will demonstrate that the given medi&a potent though not a necessary
or sufficient condition for the effect to occur. eAcher and Hayes (2008),
MacKinnon et al. (2002) and Kenny, Kashy & Bolgdi998) suggest that the
requirement that patb be significant and reduced to zero is not alwagsessary

for mediation to occur.

For the test of mediation, ANOVA offers a limitegst and is not recommended for
testing the meditational hypothesis (Fiske, Kenng §aylor 1982). Baron and
Kenny (1986) suggest that an estimate of threeessgyn equations should be used

in the tests of mediation. Following Baron and KgfQt986), analysts such as Miles
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and Shevlin (2001) and Preacher and Hayes (20&¢yitde four steps that must be
taken to establish the existence of a mediatediorkhip. When X is considered to
be the predictor variable, Y, the outcome variabid M, the mediator variable, the
steps include: (1) X significantly predicts Y, ugiregression (i.e., path+ 0), (2) X
significantly predicts M, using regression (i.eatlpa # 0), and (3) M significantly
predicts Y, when X is controlled (i.e., paih# 0). To do this a multiple regression
using X and M as predictors is carried out, witla&'the outcome. If M is a perfect
mediator of the relationship between X and Y, tfieat of X, when controlling for
M, should be zero. James and Brett (1984) call soddiation a complete
mediation. When the effect of X on Y decreases Ipmtrivial amount, but not to
zero, it is only a partial mediator since the dffeas been merely reduced, and not

eliminated (Miles and Shevlin 2001:188; Preacher ldayes 2004: 717).

Besides the above conditions of the test for megiatBaron and Kenny (1986)
suggest that there should be no measurement aridr and Y should not cause M
(Preacher and Hayes 2004). Nevertheless, theaasimption is always violated,
and thus Preacher and Hayes (2004) recommend Hheatvalidity of one’s

conclusion about mediation is determined by thegaesf the study as much as by
the statistical criteria. Scholars further sugdkat in testing for mediation ‘there is
no need for hierarchical or stepwise regressiothercomputation of any partial or
semi-partial correlations’ (Baron and Kenny 198&77). Similarly, they suggest
that ‘perfect mediation holds if the independentiatde has no effect when the
mediator is controlledand because the independent variable is assumed $e ta@

mediator, these two variables should be correlafdmil.). With a possibility of
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multicollinearity due to the aforementioned cortielas, and thus a reduction in
power in the test of the coefficients in the theglation, the investigator is advised
to examine not only the significance of the coédfits but also their absolute size
(Preacher and Hayes 2004). There are other statlgtrigorous methods to test for
mediation effects. These include the Sobel tegiragedure developed by Sobel
(1982) where the procedure provides a more diesttdf indirect effect (i.e., Sobel

Z). The purpose of this test is to assess whetmediator carries the influence of
an independent variable to a dependent variableciftgally, this test allows

researchers to focus not on individual paths imtleeliation model (figure 8.2, paths
a andb), but instead focus on the product tgah), under the logic that this product
is equal to the difference between the total amdctieffect (Preacher and Hayes

2008: 880).

Based on these mediation concepts and statisticasigderations, in order to
establish that job demand perceptions mediateelationship between perceptions
of HRM practices and employee behavioural outcoiftéd8, OCBI and tenure
intentions), the following causal conditions mu#t imet: Firstly, perceptions of
HRM practices must significantly predict IWB, OCBhda tenure intentions.
Secondly, there must be a causal chain betweenogew®lperceptions of HRM
practices and job demand perceptions, to the eitta@ntvariations in perceptions of
HRM practices account for significant variationsamployees perceptions of job
demands. Thirdly, variations in the perceptiongpbfdemands significantly account
for variations in employee outcome variables, ngmig/B, OCB and tenure

intentions. Fourthly, if ‘job demands’ is a comglemnediator of the relationship
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between perceptions of HRM practices and employ@#eome variables (IWB,
OCB and tenure intentions), then the effect of ggetions of HRM practices when
controlling for ‘job demands’ should be zero. Othise, for a claim of partial
mediation effect, the effect should be merely redud-igure 8.3 provides a map for
this mediation model. It should be noted that, dmecomplications of multiple
mediation tests (Preacher and Hayes 2008), thiy/stees simple mediation tests.

Thus the outcome variables are regressed individunathis mediation model.

Figure 8.3 Mediation Model: Job Demands as the &tedi

Job Demands |

/ AN

s

" Perceptions of IWB
HR Practices > OCB
Tenure Intentions

8.3 Job Demands Mediating Perceptions of HRM Practi  ces

and Innovative Work Behaviour

After conducting three consecutive regression aeslybetween the independent
variable ‘employee perceptions of HRM practice$ié tmediator variable ‘job
demands’ and the dependent variable ‘innovativekvib@haviour,” the investigator
found the following results: the first causal step this mediation test was
significant. Perceptions of HRM practices did sfgaintly explain innovative work
behaviour. The second and third causal steps weoesanificant, that perceptions

of HRM practices significantly predicted job demagmefceptions, and job demand
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perceptions significantly predicted IWB when cofiing for perceptions of HRM
practices. The last condition as highlighted bydBaand Kenny (1986) that: in
order to claim for a partial or complete mediatitve effect of the predictor (in this
case perceptions of HRM practices) on the dependantble (in this case
innovative work behaviour) should be reduced toozer merely reduced when
controlling for the mediator (job demand percepsjowas not met. Thus, the Sobel
test was conducted. Table 8.1 provides the mediatgression results for the
mediating effects of job demands on the relatiom&l@tween employee perceptions

of HRM practices and employee IWB.

Table 8.1 The Mediated Regression Results Predithia Mediation
Effects of Job Demands on the Relation betweeneipaons of HRM
Practices and IWB

Innovative Work Behaviour

Predictors b t F df R? Total | Sobel Z
(s.e) Change| R?

xk

Perceptions of| .38" | 3.94" | 6.38" |(6,198) | .07 | .16
HRM Practices| (.097)

Model 2

*x Kk

Job Demands| .34 | 3.59 .05
(.095)

xk *%

Perceptions of| .46~ | 475 | 7.64" |(7,197) | .09 21" |-2.84
HRM Practices| (.097)

Note:®Sobel test results are two tailed; N = 198 < .05.x*p < .001
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8.4 Job Demands Mediating Perceptions of HRM Practi  ces
and Organisational Citizenship Behaviour - Individu als

After conducting three consecutive regression aeslybetween the independent
variable ‘employee perceptions of HRM practice$ié tmediator variable ‘job
demands’ and the dependent variable ‘organisatian@enship behaviour -

individuals,’ the results were as follows: the ficeusal step in this mediation test

was violatedl. Employee perceptions of HRM practices did notnificantly
explain organisational citizenship behaviour dieectowards individuals (OCBI).
The second and third causal steps were signifidhat, employee perceptions of
HRM practices significantly predicted job demandcpetions, and job demand
perceptions significantly predicted OCBI when colting for perceptions of HRM
practices. Since the first causal step was violatieel Sobel test was used. After
running the Sobel test, the study establishedttieae was an indirect effect of the
independent variable on the outcome variable ve rediator. In this respect,
employee perceptions of HRM practices had an iatliedfect on OCBI via job
demand perceptions. The Sobel Z was -2.04, (p % -Dable 8.2 presents the
regression results predicting the mediation effetf®b demand perceptions on the

relationship between perceptions of HRM practices @mployee OCBI.

21 preacher and Hayes (2004: 717-718) suggesteththéitst of these assumptions is routinely
violated.

155



Table 8.2 The Mediated Regression Results Predithia Mediation
Effects of Job Demands on the Relation betweeneipaons of HRM
Practices and OCBI

Organisational Citizenship Behaviour — Individuals

Predictors b t F df R? Total | Sobel Z
(s.e) Change| R?
Model 1
Perceptions of| .03 48 | 3.10° |(10,210)| .001 14
HRM Practices| (.057)

Model 2

Job Demands| .15 | 2.77 .03

(.055)

Perceptions off .06 1.05 | 3.61 |(11,204)| .005 17 | -2.04
HRM Practices| (.057)

Note: N = 205, *p < .05.xxp < .001

8.5 Job Demands Mediating Perceptions of HRM Practi  ces
and Organisational Citizenship Behaviour — Organisa  tion

After conducting three consecutive regression aeslybetween the independent
variable ‘employee perceptions of HRM practice$ié tmediator variable ‘job
demands’ and the dependent variable ‘organisatian@enship behaviour -
organisation,’” the results were as follows: thetfoausal step in this mediation test
was not significant. Employee perceptions of HRMgpices did not significantly
explain organisational citizenship behaviour dieecttowards the organisation

(OCBO). The second causal step was not signifiedher. Job demand perceptions
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did not significantly explain OCBO when controllifigr perceptions of HRM

practices. The last step was not significant ad;wehployee perceptions of HRM

practices did not significantly predict OCBO wheantrolling for job demand

perceptions. Since no step was significant, norclai complete or partial mediation

was tenable. Consequently, the Sobel test wastosexlamine if job demands (the

mediator) has an indirect effect on the relatiopdbétween perceptions of HRM

practices and OCBO. The results of this test ofiatexh are presented in Table 8.3.

The Sobel test was not significant.

Table 8.3 The Mediated Regression Results Predithia Mediation

Effects of Job Demands on the Relation betweeneipaons of HRM

Practices and OCBO

Organisational Citizenship Behaviour - Organisagion

Predictors b t F df R? Total | Sobel
(s.e) Change| R? Z
Model 1
Perceptions of|  -.09 -1.03 | 1247 |(10,205)| .003 | .39
HRM Practices| (.085)
Model 2
Job Demands -.04 -.46 .001
(.083)
Perceptions of|  -.10 -1.10 | 11.25" |(11,205)| .004 | .39 |0.45
HRM Practices| (.087)

Note: N = 205, *p < .05.xxp < .001.
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8.6 Job Demands Mediating Perceptions of HRM Practi  ces
and Tenure Intentions

Following similar procedures to those above, tlgrassion results showed that job
demands did not significantly mediate the relatmpdetween perceptions of HRM
practices and employee tenure intentions. Aftedaching the Sobel test, the results
did not support an indirect effect of employee pptmons of HRM practices on
tenure intentions via job demands perceptions.elr'8bl provides a summary of the
test for mediation effect of job demands on thetreh between perceptions of

HRM practices and employee tenure intentions.

Table 8.4 The Mediated Regression Results Predithia Mediation
Effects of Job Demands on the Relation betweeneipaons of HRM
Practices and Tenure Intentions

Employee Tenure Intentions

Predictors b t F df R? Total | Sobel
(s.e.) Change| R? Z
Model 1
Perceptions off .16 84 | 484 |(0,187)| .003 | .22°
HRM Practices| (.186)
Model 2
Job Demands 24 1.31 .008

(.183)

*x Kk

Perceptions off .20 1.03 | 4.53 (11,186) .005 22 -1.203
HRM Practices| (.188)

Note: N = 187#p < .05.xxp < .001
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8.7 Conclusion to Mediation Analysis

The tests for mediation effects in this study shbwieat in all three mediation
models, employee perceptions of job demands (thikatoe variable) did not have a
complete or partial mediation effect in the relasibip between perceptions of HRM
practices and employee outcome behaviours, namai, IOCB and tenure
intentions. However, the models showed that empgoperceptions of HRM
practices had an indirect effect on employee oueIfiWB and OCBI) via the
perceptions of job demands. In this regard, em@qerceptions of HRM practices
had an indirect effect on the outcome variables l&vB OCBI through the mediator
variable - perceptions of job demands. As mentiptieel regression equations for
the tests were conducted individually. The Sobsil véas used as a supplementary
statistical method to establish the indirect effadhis mediation models. All Sobel

test results were two tailed.

8. 8 Linking Company-Level and Employee-Level Outco  mes

The following section presents results of a unatarianalysis of variance (one-way
ANOVA) operationalised through the General Lineanddl (GLM) to explain the
linkage between organisational level and emplogeellvariables. A General Linear
Model procedure offers more information than a wg ANOVA, particularly
information related to regression analysis (Gargod9). This is because ANOVA
and multiple regression analysis conceptually ntearsame thing. Thus, a GLM is

more appropriate than a one-way ANOVA when the aedeer conceptualises
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regression analysis on the tests of ‘Between-Stjeffects’ (Field 2005; Kinnear

and Gray 2008; Garson 2009).

8. 8. 1 The Relationship Between HPWS and Employee
Perceptions of HRM Practices

In theory, a researcher can use ANOVA, regressimh ANCOVA techniques to
estimate variance accounted for in the person#biarby group membership (Field
2005). This can be reported in the form of eta sguamega square, intraclass
correlation, or squared multiple correlation. Esisdly, the between group analysis
shows how much of the variation on the personalabég (as measured on
individuals), is associated with or can be accadinfier by differences among
groups. Thus, cross-level inference means the exterwhich variations in a
situational attribute are thought to be associaté@ti variations in an individual
attribute (Mossholder and Bedeian 1983; Bliese 2QR@0nes & Williams 2000;

Hofmann 2002).

Table 8.5 provides results of the univariate analyg variance (GLM) on the
relationship between company-level measure of HRWSemployee perceptions of
HRM practices. The results show that on averagatgraise of HPWS accounted
for about 9 per cent of the variance in overall Eyge perceptions of HRM
practices F(4,219) = 5.33, p < .001]. With regard to indiviluaeasures of
employee perceptions of HRM practices, HPWS acaalifdr about 14 per cent of

the variance in employees’ perceptions of HRM peastrelated to communication

160



and feedbackH(4,215) = 8.49, p < .001]. Similarly, HPWS accouhfer about 9

per cent of variance in employees’ perceptions BfiVHpractices related to job

conditions F(4,215) = 5.29, p < .001].

HPWS was, however, sighificant in

predicting employees’ perceptions of HRM practicetated to training and

development and remuneration.

Table 8.5 GLM-Univariate Analysis of Variance Shagithe Extent to
Which HPWS at Company Level Accounts for Variant&mployee
Perceptions of HRM Practices

Predictor
Variable Employee Perceptions of HRM Practices
Composite:
Perceptions of| Communication | Training and | Remuneration Job
HRM Practices and Feedback Development Conditions
HPWS
Mean
Square 1.87 5.43 .96 1.04 2.68
F Statistic 5.337 8.49" 1.56 1.38 5.29"
Model R 09" 14" .03 .03 .09”
Adjusted
R .07 12 .01 .01 .07
N 219 220 219 220 220

*p < .10, **p < .05, **p < .001
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8. 8. 2 The Relationship Between HPWS and Employee

Outcomes

Table 8.6 provides results of the univariate analys variance (GLM) on the
relationship between the company-level measure BIM3 and employee-level
innovative work behaviour (IWB), organisationaliz#nship behaviour (OCB) and
tenure intentions. The table shows that greaterofi$¢PWS significantly explains
employees’ innovative work behaviour and accouritedabout 4 per cent of the
variance in employee innovative work behaviduefd, 213) = 2.06, p < .10]. HPWS
on average also accounted for 4 per cent of vagianemployee OCBIH(4, 213) =

2.47, p < .05]. Regarding employee OCB directedarol an organisation, greater

use of HPWS explained about 52 per cent of theamae 2 in employee likelihood
of showing OCB towards organisatiortiy4,214) = 56.83, p < .001]. Lastly, greater
use of HPWS accounted for about 14 per cent olvélteance in employee tenure

intentions F(4,195) = 7.96, p < .001].

22 The percentage of variance accounted for by HPW®®GB directed towards the organisations
seems to be high relative to other variables is $hidy. High percentage of variance in OCB studies
seems to be common. A study by Orr, Sackett andcéef1989) had an Fof .84, Kiker and
Motowidlo (1999) had an %of .61, Rotundo and Sackett (2002) hadoR.67, and Johnson, Erez,
Kiker and Motowidlo (2002) had ar’Bf .62.
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Table 8.6 GLM-Univariate Analysis of Variance Shogithe Extent to
Which HPWS at Company-Level Accounts for VarianeeEmployee-
Level Outcomes

Predictor
Variable Employee Outcome Variables
IWB OCBl| OCBO Tenure

Intentions

HPWS

Mean Square 1.67 .64 28.48 18.28

F statistic 2.06 2.47" 56.83" 7.96"

Model R 04 04" 527 147

Adjusted R .02 .03 51 12

N 217 218 219 200

*p < .10, **p < .05, ***p < .001

8. 8. 3 Conclusion

Based on these measures of association (i.e.e$it® of between-subjects effects),
the model-coefficient of determination{Rshowed that greater use of HPWS at the
company level accounted for variance at the empgldggel on both employees’
perceptions of HRM practices and on the three mieasof employee outcomes.
With regard to employee perceptions of HRM prastiddPWS was significant in
predicting overall employee perceptions of HRM pas. It was also related to
individual measures of HRM practices related to wamication and feedback as
well as job conditions. Regarding the employee @ute measures, the effect size
for the measure of IWB was rather weak when contpéoethe other measures.

Overall, these results are consistent with vargiudies that have suggested a cross-
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level link between utilisation of HPWS and employeshavioural and attitudinal
outcomes (e.g., Nishii and Wright 2008; Nishii, b&pand Schneider 2008;
Takeuchi, Chen and Lepak 2009). A detailed accoointthe meaning and
implication of these findings will be dealt with irthe discussion and

recommendations chapter.
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CHAPTER NINE
DISCUSSION OF FINDINGS

9. 1 Introduction

This chapter begins with a discussion of the comperel and employee-level
correlation and regression findings. This includediscussion of the statistical and
practical significance observed in each regressiodel as presented in the previous
chapters. It presents explanations relating to éktent to which the proposed
hypotheses in the study were supported. It consilwéh a discussion of the

findings related to the mediation hypotheses apgsed at the employee level. This

is followed by a discussion of findings related ttee cross-level inferencé3
Finally, the chapter provides a discussion of camypadifferences that were related

to the employee-level findings.

9. 2 Discussion of Company-Level Outcomes

Hypothesis 1 related to the relationship between uhlisation of HPWS and
innovation. The correlation findings showed a pesitassociation between HPWS
and workforce innovation. The multiple regressionalgsis showed that the

standardised coefficient bet) for HPWS was .21 (p < .05). In practical ternss t

23 Recall, cross-level inference means the exteriati@ns in a situational attribute are thought & b
associated with variations in an individual atttd(Mossholder and Bedeian 1983; Bliese 2000;
James & Williams 2000; Hofmann 2002). Thus, GLMutessare explained in terms of ‘average’ or

‘situational attribute’ rather than an individudirdoute.
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meant an increase in one-standard-deviation (SDbhén measure of HPWS is
associated with a .21 increase in the measure ravation. These findings are
consistent with studies conducted by Huselid (199&ursen and Foss (2003),
Richard and Johnson (2004), Flood et al. (2005820&nd Jimenez-Jimenez and
Sanz-Valle (2008). The findings were, thereforgpautive of hypothesis 1 in this
study that ‘More extensive use of HPWS will be pwsly associated with

innovation.’

In practical terms, these findings suggest thatpames that have well-developed
high performance work systems saw increases invatian. The gains of

innovation include increased process and produstviations. When other factors
are held constant, utilisation of HPWS was assediatith approximately a three
per cent increase in innovation. Since the measd@irennovation captures the

workforce’s ability to work smart, these findingsipport the theory that the
utilisation of HPWS increases employees’ abilityptivation and opportunity to

participate in achieving organisational goals (Bail993; Appelbaum et al. 2000).
Accordingly, these findings accentuate the impartanf HPWS in a company’s
efficiency and show the role of HPWS in enhanciampany benefits. These results
should encourage practitioners to adopt these ipegcin their companies, since

there are positive benefits which may accrue fraterssive utilisation of HPWS.

Hypothesis 2 related to the relationship betweelmsation of HPWS and labour

productivity, where a significant correlation beemethe two was found. Moreover,

multiple regression results showed that HPWS sicamtly explained labour
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productivity. The standardised coefficieptfor HPWS was .26 (p < .01). The
practical significance of these findings is thath@nge in one standard deviation in
the measure of HPWS is associated with a chang26oin the measure of labour
productivity. Thus, an increase in utilisation oPWS is positively associated with
an increase in labour productivity. These findirge consistent with previous
research findings conducted by Huselid (1995), dPsdh et al. (1997), Guthrie
(2001), Datta, Guthrie and Wright (2005), Zatzickldverson (2006) and Guthrie et
al. (2009). The findings are supportive of hypoihe® in this study that ‘More

extensive use of HPWS will be positively associatéti labour productivity.’

Practically, these findings suggest that compathiasextensively utilise HPWS saw
increases in productivity. As productivity can befided in terms of revenue per
employee (Huselid 1995; Guthrie 2001), this study demonstrated that companies
with well-developed high performance work systeraw $ncreases in net income
per employee. When other factors are held constdmse companies saw
approximately a five per cent increase in produtgtivi hese findings are important
when they are appraised in the context of laboodyctivity as an indicator of
workforce performance (Delery and Shaw 2001). lis tlegard, these findings
should encourage companies to adopt HPWS sincinttiegs are strong evidence
that well-developed high performance work systenesagsociated with workforce

performance.

Hypothesis 3 related to the relationship betwedrsation of HPWS and voluntary

turnover. This study found a negative correlati@ween HPWS and voluntary
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turnover. Moreover, HPWS accounted for about tlpeecent unique variance on
turnover, and the standardised coefficightfor HPWS was -.2 (p < .05). Overall,
the findings were strong and significant, and wasasistent with past research on
the relationship between utilisation of HPWS anchdwer (Huselid 1995; Guthrie
2001; Richard and Johnson 2001; Guest et al. 20i@®d et al. 2005; Sun, Aryee
and Law 2007; Yalabik, Chen, Lawler and Kim 200&0dé et al. 2008). These
findings supported hypothesis 3 which states tkatre extensive use of HPWS will

be negatively associated with voluntary turnover’.

Literature on HPWS shows that turnover whether malty or involuntary is costly
to the company (Bohlander and Snell 2007). Comgaaie also advised to retain
well-trained employees because losing these emgdot@ competitors is a loss to
the companies who might have spent money incredbeigskills (Liu et al. 2007).
This study found that companies that extensivalisatHPWS saw approximately a
three per cent reduction in turnover. These finglislgould encourage companies to
adopt these practices since they are not only acsoof enhancing employees’
knowledge and skills, but they are also a meamnoburaging retention of valuable
employees. It should be noted however, that emplagtention is beneficial to
companies only if the workforce in question has fqwential to improve its
performance. In this case, studies show that HP#/Satso be used as a ‘weed-out
mechanism’ to get rid of unproductive, resistant coistly employees and get
committed ones (Townsend 2007). These findingsgtyosuggest that companies
should adopt HPWS since they are beneficial to letiployers and committed

employees.
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Overall, this study has demonstrated that the tiroa and regression analyses on
the company-level data were consistent with theothgses suggested in the
literature review. Table 9.1 provides a summaryhef hypotheses and the related

findings.

Table 9.1 Summary of Company Level Hypotheses, pkxasrof
Previous Studies and Empirical Support

Hypotheses Findings in this Study Previous Studies
H. 1. More extensive Positive correlation between Huselid (1995),
use of HPWS will be HPWS and innovation Richard & Johnson (2004),
positively associated Flood et al. (2005, 2008),
with workforce An increase in utilisation of HPWS Jimenez-Jimenez & Sanz-
innovation was associated with an increase inValle (2008)

innovation (R= .27, p < .05)

H.2. More extensive| Positive correlation between HPWSMacDuffie (1995),

use of HPWS will beg and labour productivity West & Patterson (1999),
positively associated Guthrie (2001),
with labour An increase in utilisation of HPWS Datta, Guthrie & Wright
productivity was associated with an increase in(2005),
labour productivity (R= .36, p < Sun, Aryee & Law (2007)
.01)
H.3. More extensive| Negative correlation between Huselid (1995), Batt (2002),

use of HPWS WI” be HPWS and voluntary turnover Guest et al. (2003),
negatively associated

with voluntary An increase in utilisation of HPWS Wang & Zang (2005),
turnover was associated with a decrease in Yalabik et al. (2008),

turnover (R= .25, p < .01)
Zheng, O'Neill & Morrison

(2009)

The company-level study had a number of controlabées. These were included
since the societal contexts, such as company sige, technology, degree of
unionisation, ownership and location can have gmghon the relationship between

HRM practices and organisational performance (GU€$§t7; Datta, Guthrie and
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Wright 2005; Paauwe and Boselie 2008). There wewe dignificant associations
between control variables and the measure of HP®{&cifically, HPWS was
negatively correlated with company origin. The #igance of this association was
that, compared to non-Irish companies, indigenagh-bwned companies were less
likely to use HPWS extensively. This finding wasrtfier explained in the
descriptive statistics earlier. While, on averajklrish companies had a 48 per cent
usage of HPWS, Irish-owned companies had aboueB2ent compared to foreign
MNCs who had about 57 per cent usage of HPWS. Thiedags are important
because they highlight the need for researchepayoattention to reasons behind
country differences in examining the linketween HPWS and performance

measures.

9. 2.1 Conclusion Based on Company-Level Discussion

These findings highlight the impact of utilisatioof HPWS on company
performance. Empirically, this study has demonstrahat HPWS may influence
the workforce through the provision of practicesd apolicies that enhance
employees’ knowledge and skills. HPWS also encauegployee involvement in
the companies’ major decision-making. The findilags also a step forward in an
empirical search for the ways through which managgerf people can influence a
company’s performance. Though these findings doemptainhow HRM practices

affect a company’s outcomes, they however, coneilbo the literature by showing
the association between HPWS and performance oetolinshould be noted that,

by showing the association between HPWS and thepaowis performance
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outcomes, this study does not claim to have folreddausal link between HRM

practices and performance outcomes.

9. 3 Discussion of Cross-Level Findings

The discussion of cross-level findings is relatediite study’s assessment of the
relationship between utilisation of HPWS at the pamy level and employee
behavioural and attitudinal outcomes at the emm@dgeel. In particular, the study
examined the relationship between utilisation oW and employee perceptions
of HRM practices. It also examined the relationdbgpween utilisation of HPWS at
company level, and employee-level innovative womhdwiour, organisational

citizenship behaviour and tenure intentions.

9. 3. 1 HPWS and Employee Perceptions of HRM Practes

The first cross-level findings showed significaalationships between utilisation of
HPWS and employees’ perceptions of HRM practices ({Bable 8.5). The General
Linear Model (GLM) univariate analysis of varian@asults showed that greater use
of HPWS explained about nine per cent of the vaeam the overall measure of
employee perceptions of HRM practices (p < .00hesE findings were supportive
of hypothesis 4, that ‘More extensive use of HPWi# e positively associated
with employee perceptions of HRM practices.” Widgard to individual assessment
of employee perceptions of HRM practices, greaserof HPWS was significant in
explaining perceptions of HRM practices relatedccéonmunication and feedback,

and job conditions. Thus, the findings supportepdilyesis 4a that ‘More extensive
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use of HPWS will be associated with employees’ @ations of HRM practices
related to communication and feedback’ and hypathés that ‘More extensive use
of HPWS will be associated with employees’ percapiof HRM practices related
to job conditions.” Hypotheses 4b that ‘More exteesuse of HPWS will be
associated with employees’ perceptions of HRM [xastrelated to training and
development’ and 4c that ‘More extensive use of FPWIll be associated with
employees’ perceptions of HRM practices related remuneration’ were not

supported.

Overall, these findings are consistent with redeavhich suggests that HPWS are
associated with a number of positive employeeudlitital outcomes (Vandenberg,
Richardson & Eastman 1999; Guest and Conway 19881bert 2000; White et al.

2003; Lee and Bruvold 2003; Frobel and Marchind@665; Khilji and Wang 2006;

Takeuchi 2009). The effect sizes of the link betwedWS at company level and
employee perceptions of HRM practices at the engdolevel are strong and
significant. They are consistent with study findirguch as Takeuchi et al. (2009)
whose effect sizes ranged fronf R .06 to B = .52 across various cross-level

variables.

These findings are important to both academiciart @actitioners because they
demonstrate a link between well-developed highquaerhnce work systems at the
company level and employee perceptions of HRM prastat the employee level.
These findings should encourage employers to exarma way they utilise high

performance work systems because the practices davienpact on employees’
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perceptions. This study showed that utilisation HPWS was significant in

explaining employee perceptions of HRM practicdateel to communication and
feedback as well as job conditions. There wereigoifcant associations between
utilisation of HPWS and employee perceptions of HR&lted to training and

development and remuneration. These findings stiggess that employees may
more likely be concerned with job conditions, conmications and the feedback
they get in the company than they would be conekewith remuneration, education
and career development. One possible explanatidhi®fsuggestion is that while
job conditions, communication and feedback are idiate and day-to-day factors
in an employee’s workplace, remuneration, trainemgd development may be

perceived as distant and not felt on daily basis.

9. 3. 2 HPWS and Employee Innovative Work Behaviour

The cross-level findings related to the relatiopdtetween utilisation of HPWS and
employee innovative work behaviour showed that HPAR&unted for about 4 per
cent of the variance in employee innovative workaywour (p < .10, see table 8.6).
These findings supported hypothesis 5a that ‘Materesive use of HPWS will be
positively associated with employee innovative wadbkehaviour’. They are
consistent with studies which suggest that HPWSbeansed as a way of enhancing
employees’ discretion and effort which are impartamn company benefits (Purcell

et al. 2003; Organ et al. 2006; Liu et al. 2007).
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With these findings one can trace the relationg@fween utilisation of HPWS at
the company level down to employee-level outcorragure 9.1 illustrates the map
for the impact of utilisation of HPWS on companylamployee outcomes. It shows
the relationship between the companies’ utilisatetdnHPWS and innovation at
company level. It also shows the association betwbe utilisation of HPWS at
company level and employees’ perceptions of HRMtiras and IWB at employee
level. Practically, these findings explain two lsaesearch questions in this study.
First, what are the employees’ perceptions of HRislcfices in companies which
extensively utilise HPWS? Second, are employeaemmpanies that utilise HPWS

likely to be innovative? These findings are helpfuéxplaining how HRM practices

potentially elicit employees’ role behavio#4.

24 | iterature suggests that HRM practices can patntelicit extra role behaviours. This is more
likely to happen when companies provide financiad aon-financial, but tangible inducements and
facilitate employees’ extra role behaviours (Uehje@ and Yen 2009). This proposition was not
tested in this study. However, implicitly one caguwe that positive employee perceptions of HRM
practices related to remuneration suggest theioakitip between greater utilisation of HRM
practices and financial or non-financial inducerseahd employee extra-role behaviours.

174



Figure 9.1 lllustration of the Impact of Utilisatimf HPWS on
Company Innovation and Employee Perceptions of HRlttices and

IWB
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9. 3. 3 HPWS and Organisational Citizenship Behavig

* HPWS and employee level variables (perceptions RMHpractices and

The cross-level findings related to the relatiopdtetween utilisation of HPWS and

employee organisational citizenship behaviour slibweat HPWS accounted for

about 4 per cent of the variance in employee O@Bt (05) and about 52 per cent

of the variance in OCBO (p < .001). These findimge consistent with research

which suggests that HRM practices engage employeesmore responsible and

responsive manner (Becker and Gerhart 1996; Whithed Poole 1997), and that

these practices may motivate employees to get wedoWwith their jobs and show

citizenship behaviours (Biswas, Srivastava and @007). These findings are
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supportive of hypothesis 6a that ‘More extensive ak HPWS will be positively

associated with employee organisational citizenbkipaviour’.

Labour productivity and employees’ organisationdlizenship behaviour are

mapped in this study because organisational cgtzipn behaviour consists of
discretionary behaviours that constitute ‘proati® and can translate effectively

into productivity26 In this regard, these findings are important tacfitioners and
academics because one can trace an associatiordmetilisation of HPWS and
labour productivity at company level and the extentwhich employees’ exhibit
discretionary effort in the form of organisationatizenship behaviour at the
employee level. Based on these findings, this stadgd an association between the
companies’ utilisation of HPWS and labour produtyiat the company level, and a
link between utilisation of HPWS and employee pptioms of HRM practices at
employee level. The study also found a link betwesifisation of HPWS at
company level and employee OCBI and OCBO at empldgwel. Figure 9.2
illustrates the association between utilisatiotH®WS at the company-level and its

impact on company and employee outcomes.

25 Proactivity refers to the extent to which indivédisl take self-directed action to anticipate or
initiate change in the work system or work rolesiffta, Neal and Parker 2007). Proactivity is also
an effective way of supporting personal and orgatiusal effectivenes§Watsonand Clark
1992).

26 ocB promotes a supportive work environment, whamgployees are motivated to share tacit
knowledge, and this knowledge leads to enhanceduptivity (Sun, Aryee and Law 2007).
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Figure 9.2 lllustration of the Impact of Utilisatimf HPWS on
Company Productivity and Employee Perceptions oMHRactices
and OCB
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9. 3. 4 HPWS and Employee Tenure Intentions

The cross-level findings on the relationship betwesilisation of HPWS and
employee tenure intentions showed that HPWS acedufior about 14 per cent of
the variance in employee tenure intentions (p 4)00hese findings are supportive
of hypothesis 7a, that ‘More extensive use of HPWIE be positively associated
with employee intentions to remain with their cimremployer’. They are consistent
with studies which suggest that employees areliesly to quit if HPWS provide
them with opportunities for employee discretion,illskdevelopment, human

resource incentives such as high relative pay, @uabrtunities for growth and
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development within the organisation (Shaw et a@8Batt 2002; Guest et al. 2003;

Sun, Aryee and Law 2007; Yalabik et al. 2008; Getkt al. 2009).

Based on these findings, one can trace an assoridttween a company’s
utilisation of HPWS and labour turnover (at compdeyel) and employee-level

tenure intentions. Figure 9.3 below illustrates dissociation between utilisation of
HPWS at the company level and its impact on em@qyerceptions of HRM and

tenure intentions at employee level. These findsgsport the view that utilisation
of HPWS matters in influencing employee perceptioh$iRM practices and also
their attitudes and behaviours (Appelbaum et ab02Bowen and Ostroff 2004). It
is important for practitioners to understand thaellsdeveloped HPWS are
associated with employees’ tendency to stay lomger their employer. This point

has been discussed in the section on the impattPd¥S on turnover. As stated
earlier, retaining well-trained and committed enyples should be beneficial to

companies.
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Figure 9.3 lllustration of the Impact of HPWS onliatary Turnover
and Employee Perceptions of HRM Practices and Beimientions
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9. 3. 5 Conclusion Based on Cross-Level Discussion

The discussion of the findings in this study sutgéisat one can trace cross-level
inferences between company-level utilisation of HPWand employee-level
perceptions of HRM practices and behavioural ardudinal outcomes. These
findings are important since they extend the litamthat integrates multiple levels
of analysis (Tsui et al. 1997; Ostroff and Bower®@0Bowen and Ostroff 2004,
Wright and Nishii 2007; Takeuchi, Chen and Lepak®0 The findings are also

significant because, as Wright and Nishii (200Quar;, ‘Individuals may behave
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differently as a result of their perceived HRM piaes, but whether or not the
behavioural differences positively impact organmal performance may depend
on the level of coordination across them’ (WrighmdaNishii 2007: 18). These
findings improve our understanding of the positagsociation between the greater
use of HPWS and employee outcomes. Therefore, aneassume based on social
exchange theory (Blau 1964) and the norm of recipro(Gouldner 1960) that
employee behaviours and attitudes matter in exiplgioompany performance. The
rationale of this assumption stems from the litm@ton organisational climate
which suggests that shared perceptions of the HRAdtises which are expected
and rewarded by these practices can predict ora@msl performance (Schneider,
Salvaggio and Subirats 2002; Wright and Nishii 20®&imilarly, employees are
expected to reciprocate positive experiences becagsiprocation is a form of
social exchange (Cropanzano and Mitchell 2005). 8ffect sizes of the cross-level
inferences in this study are strong and consistdtit previous studies on the
linkages between employee level and company leutdomes (see for example
Takeuchi et al. 2009 whose effect sizes ranged Bqgyer cent to 52 per cent of the
variance explained). Table 9.2 provides a summaéarthe hypotheses related to

cross-level regressions and the empirical supmopt@posed in this study.
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Table 9.2 Summary of Hypotheses Related to Crossilieference

associated with employee tenure intentions

Predicted
Hypotheses Direction/
Coefficient Support
Sign

H4 More extensive use of HPWS will be positively + YES
associated with employee perceptions of HRM prastic

H4a | More extensive use of HPWS will be positively + YES
associated with employee perceptions of HRM prastic
related to communication and feedback

H4b | More extensive use of HPWS will be positively + NO
associated with employee perceptions of HRM prastic
related to training and development

H4c | More extensive use of HPWS will be positively + NO
associated with employee perceptions of HRM prastic
related to remuneration

H4d | More extensive use of HPWS will be positively + YES
associated with employee perceptions of HRM prastic
related to job conditions

H5a | More extensive use of HPWS will be positively + YES
associated with employee IWB

H6a | More extensive use of HPWS will be positively + YES (OCBI)
associated with employee OCB NO (OCBO)

H7a | More extensive use of HPWS will be positively + YES

9. 4 Discussion of Employee-Level Outcomes

Hypothesis 5b related to the relationship betwempleyee perceptions of HRM

practices and innovative work behaviour. It statdwht, ‘Positive employee

perceptions of HRM practices will be associatechvifiinovative work behaviour’.

The study showed positive and significant correladi between innovative work

behaviour and the composite measure of employesseptions of HRM practices.

Similarly, the regression model showed that posigmployee perceptions of HRM

practices accounted for about 13 per cent uniguenee on innovative work
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behaviour above the control model. Employee permeptof HRM practices related
to communication and feedback and occupation typeewhe only significant
explanations of changes in IWB. These findings amesistent with studies which
have associated employee perceptions of HRM pexctigith innovation, and
innovative work behaviour (Van de Ven 1986; Scoill 8ruce 1994; Parker 2000;
Dorenbosch, Van Engen and Verhagen 2005). A stydgodiell et al. (2000), for
example, found that employee perceptions of indi@idgroup, and organisational
factors had an impact on innovation process and.|8iBilarly, these findings are
consistent with studies that suggest that HRM prestcan be used as ways of
encouraging employees to work innovatively (Jans2e@d0; Axtell et al. 2000;
Purcell et al. 2003; Chow 2005; Dorenbosch, Vandargnd Verhagen 2005; Liu et

al. 2007).

The most significant variable in explaining empleysVB in these companies was
employees’ perceptions of HRM practices relateddmmunication and feedback.
These findings suggest that employees are morby likeengage in innovation and
innovative work behaviour depending on the extenwhich they are happy with the
communication and feedback they get from their eygl or their manager.

Literature shows that innovative work behavioualso related to employees’ efforts
and decision to ‘take charge’ and initiate changa respective work role (Morrison
and Phelps 1996). The relationship between ‘takingrge’ and ‘communication

and feedback’ between employees and the employgrexyaain the reason behind
employees’ perceptions of HRM practices relate@dmmunication and feedback

being a significant independent variable in explgnemployees’ IWB. Thus in
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order to get more benefits from employees’ extta-tehaviours, the management
should extensively use HPWS that foster commurinaéind feedback since these
practices have the potential for the likelihoodirffuencing employees extra role

behaviours.

These findings are beneficial to both the emploged the employees because

understanding employees’ perceptions of HRM prastican assist in channelling

employee voicé/ and in ensuring that people management aligns edthpany

goals. Literature on social exchange relationshiBau 1964) suggests that
employees will respond to the employer dependinghentreatment they receive
(Lambert 2000; Cropanzano and Mitchell 2005; Sorgyi and Law 2009). The
treatment could create a social relationship filleth trust and feelings of long term
obligations to the employer (Song, Tsui and Law®0@s discretionary or extra-
role behaviour, IWB can be encouraged when a coynpaovides its employees
with benefits, which in turn reinforce feelings mitual reciprocity. These findings
should encourage companies to use HRM practiceésMtianotivate employees to
engage in extra-role and discretionary behavioditse significant association
between positive employee perceptions of HRM peastiand IWB in this study
should suggest to practitioners that employeesbeamotivated and developed in

knowledge, skills and abilities, to work innovatiwéor the benefit of the company.

27 ‘Employee voice encompasses the involvement of gmapk either directly or indirectly or
through representatives in decision making withire twider enterprise’ (Wood and Wall
2007:1336). Similarly, employee voice can be used ameans through which employees suggest

improvements in working conditions, training methpdnd safety procedures (ibid).
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With regard to the association between employeegtgptions of HRM practices
and organisational citizenship behaviour, the stsidgwed that positive employee
perceptions of HRM practices were correlated witlCBO directed towards
individuals (OCBI). Multiple regression results wesignificant but weak with a 2
per cent unique variance explained for in the ddpen variable, that is, OCBI.
Occupation, gender and type of company - as com&nedbles - and perceptions of
HRM practices related to job conditions were sigaifit independent variables in
the model. Regarding gender, the findings suggestaidwomen were more likely
to engage in OCBI than men. Similarly, these figdirsuggested that, employees
who were in the financial services and insurancepgany were more likely to
engage in OCBI than employees from other compar®eerall, the findings
suggested that employees identified themselves with work-group or local
workplace, depending on their perceptions of jolndiions, and whether their

occupation provided them with an opportunity toagin citizenship behaviours.

On the other hand, employee perceptions of HRM tjgex were negatively
correlated with OCB directed towards the organsa{OCBO). Multiple regression
analysis showed that education, occupation and aagnfype - as control variables
- and perceptions of HRM practices related to tngrand development were the
main significant independent variables explaininBD. In general terms, these
findings suggested that highly educated employeelseanployees who held high

positions in the workplace were more likely to hgesitive perceptions towards the
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company and would attach themselves with the comnglaan employees with low

levels of education and who held low occupatiorsjob

These findings have practical importance for congmbecause understanding that
there is a link between employees’ perceptions &IVH practices and their
likelihood of engaging in extra-role behaviours assist in the search for ways
through which companies can foster discretionafgrefamong employees. This
study does not show how (or express the processighrwhich) employees are
motivated to exert citizenship behaviours. Howeviershows theoretically and
suggests empirically, that based on the norm ofprecity (Gouldner 1960)
employees will engage in these discretionary behasi when they have positive
perceptions of the companies’ HRM practices. ltusthdoe noted that these findings
have also shown a tendency among employees to ajgnatentify themselves
more with individuals than with the organisatioro the employers, this tendency
might sound negative. However, citizenship behag@outhin work-groups or local
workplaces can have positive impact on organisatiparformance since employees
may identify themselves with the line managersher immediate bosses, who by

virtue of their work represent the organisation.

These findings are also related to observationsemag managers from these
companies, whose comments, though not a justificator generalising these
findings, suggest that companies have to criticalgmine the way they treat their
employees. The Manager in Learning and People Dpuant at TRAMCO in one

of the interviews commented:
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People all across the country respond to our ssnaey they say a
couple of interesting things; at the local levdiey would say for
example, my manager treats me with respect, | fookard to coming
into work, 1 am proud to work with TRAMCO, very pbge. Without
being carried away, there is a but, and the bwhisn we look and ask,
“Is morale generally good in the company?” peogalg, $10 it is not.
They are almost saying, locally it is good, my ngaraand so on, but
broadly they are setting it in the corporate peri@ance, and are saying
the morale is not good. This tells us somethingualoair culture, and
tells us something about our management style (MEmaat
TRAMCO).

These comments concurred with what the Leaderst@apeDpment Manager at
DRMCO said in one of the interviews with regard employee citizenship
behaviour and benefits in the company:

Generally, there is a perception that there arg geod people in the
organisation, but a lot of time people will be trased with the
organisation, that it could be better, but that esrout of loyalty and
affection for the company. ...There would be a feghvithin HR that

we need to be more proactive about communicatihgfahe benefits
that the company provides, we need to be more bilexwith our

benefits which will make more work for us, but Irtkit will be better

for us in enhancing employees’ commitment and tlsgnse of
citizenship within the organisation (Manager at DR®).

These comments may explain the reason behind eegdolgaving a tendency to
engage in citizenship behaviour towards individuaisore than towards
organisations in general. The Group Equality andeBiity Officer at FSI-CO was
positive about employee citizenship behaviour angarticular the extent to which
employees were ready to help one another, stating:

The other day, | had to ring an IT department inrkCd knew

absolutely nobody, | did not know anybody workifmgre, so | took

the phone, looked at our intranet directory, andyra random person,

and they were unbelievably friendly, nice and hajpivith my query.

So, | would honestly think people are quite proudrking in our
company (Equality and Diversity Officer at FSI-CO).
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These findings support hypothesis 6b that ‘Posiér®loyee perceptions of HRM
practices will be associated with organisationzeitiship behaviour’. However,
hypothesis 6b was partially supported since; eng#oyperceptions of HRM
practices were positively associated with OCBI hegatively associated to OCBO.
As the survey and interview data suggest, compahege to examine their
management styles and their organisational cultu@der to enhance employees’

sense of citizenship not only towards individualsmrk groups, but also towards

the companies in general.

Regarding the relationship between employees’ pémres of HRM practices and
tenure intentions, hypothesis 7b stated that, tResemployee perceptions of HRM
practices will be associated with intentions to aemwith the current employer’.
This hypothesis was partially supported. Employeegptions of HRM practices, in
particular, perceptions of job conditions were #igantly and positively correlated
with employees’ willingness to stay longer with itheurrent employer. The
standardised coefficienB) for job conditions in the multiple regression kyses
was .27, (p < .01). These findings are consisteitih wesearch literature which
suggests that HRM practices can predict employesover intentions (Batt and
Valcour 2003; Lee and Bruvold 2003; Ghebregiorgisl &arsten 2006; Kuvaas
2008). Batt and Valcour (2003) for example, sugtfest human resource incentives

significantly reduce employees’ turnover intentions

These findings suggest to employers that HRM prastican be used to influence

employee turnover or tenure intentions. A study Bstt and Valcour (2003)
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suggested that HRM practices can predict emplaye®ver intentions. Similarly a

study by Chen et al. (2008) suggested that theranisassociation between
determinants of turnover intentions and actual duen. These findings should

encourage employers of companies where therehgeattof a high turnover rate to
examine their HRM practices and see how they can them to increase the
likelihood of employees’ intent to stay longer willie companies. Understanding
the reasons behind employee tenure intentions dhmeilbeneficial to companies
because these attitudes are related to actualvemrnwhich as discussed earlier is

detrimental to the companies’ performance.

Overall, although the proposed hypotheses werefullgt supported in this study,
these findings are to some extent close to comsigtenvith the hypotheses.
Hypothesis 6b, for example, was partially supposiete employee perceptions of
HRM practices were positively associated with orgatmonal citizenship behaviour
directed towards individuals (OCBI) but negativelgsociated to OCB directed
towards organisations (OCBO). Similarly, only onémension of employee
perceptions of HRM practices was significant inreaegression model. In other
words, there was no consistent pattern among tlidependent variables in
explaining the dependent variables. In this regardployee perceptions of HRM
related to communication and feedback were sigmficin explaining IWB;
perceptions of job conditions were significant irplaining OCBI and tenure
intentions, and perceptions of training and deumept were significant in
explaining OCBO. Table 9.3 provides a summary eféemployee-level hypotheses

and the related findings in this study.
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Table 9.3 Summary of Employee-Level Hypothesesniples of
Previous Studies and Empirical Support

Hypotheses

Findings in this Study

Previous Studies

H.5b. Positive
employee perceptions
of HRM practices will
be associated with
innovative work
behaviour

Positive correlation between employee
perceptions of HRM practices and IWB

Employee perceptions of HRM practice
accounted for about 24% variance in IW
(p <.01)

Axtell et al. (2000),
Janssen (2000),
Parker (2000),
s Dorenbosch, Van Enger
B Verhagen (2005),
Chow (2005)

H.6b. Positive
employee perceptions
of HRM practices will
be associated with
oCB

Employee perceptions of HRM practice
positively related to OCBI, and negative
related to OCBO

Employee perceptions of HRM practice
accounted for about 15% variance on
OCBI (p <.01), OCBO not significant

5 Biswas & Varma (2007)
Biswas, Srivastava, &
Giri (2007), Oikarinen et
al. (2007), Nishii et al.

5(2008), Uen, Chien &
Yen (2009)

H.7b. Positive
employee perceptions
of HRM practices will
be associated with
intentions to remain
with the current
employer

Positive correlation between employee
perceptions of HRM practices (job
conditions) and tenure intentions

Employee perceptions of HRM practice
accounted for about 25% variance in
employee tenure intentions (p < .05)

Batt & Valcour 2003),
Lee & Bruvold (2003),
Chen et al. (2008),
Kuvaas (2008),

5Lee, Lee & Lum (2008)

9. 5 Discussion of Employee Level-Mediated Regressi

ons

The results for the mediation analysis between eyaa perceptions of HRM

practices and innovative work behaviour, organseti citizenship behaviour and

tenure intentions showed that employee perceptbjeb demands did not fully or

partially mediate any of the relationships thatevleypothesised in this study. Thus,

the following hypotheses were not supported in #tisdy: hypothesis 8a, ‘Job

demand perceptions will mediate the relationshifgvben employee perceptions of

HRM practices and innovative work behaviour’, hypedis 8b, ‘Job demand

perceptions will mediate the relationship betweemleyee perceptions of HRM
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practices and organisational citizenship behaviand hypothesis 8c, ‘Job demand
perceptions will mediate the relationship betweemleyee perceptions of HRM

practices and their tenure intentions’.

There were, however, findings related to itidirect effectof employee perceptions

of HRM practices on employee IWB and OCBI via petans of job demands.

These indirect effects were assessed using the | SebB3. Oborne (1995)
highlights that, an understanding of how peopleabehat work, and how they
interact with their working environment, machinesl @motional levels, can assist a
company in the creation of an environment that dogsrequire more than the
worker can give. Oborne (1995) further suggests thlaen people and machines are
in harmony, productivity output will increase. Tkesindings have practical
implications to the employer because understandimgloyees’ perceptions of the
demanding aspects of the job can aid a compangsigaing work roles that are not
detrimental to both the company and employees.s ltalso important to the
employers to understand the role of perceptiongplofdemands especially when
these perceptions are related to performance-emtameactices and employee-
behavioural outcomes. These findings should aidleyeps to understand that,
though perceptions of job demands do not specifgexgiain how or why HRM
perceptions are related to behavioural outcomey, dio play a role in carrying over
the influence of these HRM perceptions on behawalooutcomes. Thus, employee

perceptions of demanding aspects of the job intlyrenfluences the relationship

28 Recall: the purpose of the Sobel test is to assbsther a mediator carries the influence of an

independent variable to a dependent variable (Rezand Hayes 2008: 880; Wood et al. 2008).
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between perceptions of HRM practices and IWB andDChese findings should

likewise caution employers that negative employeegptions of job demands may
be detrimental to company performance. On the dtlaexd, favourable employee
perceptions of job demands may be beneficial tch bbie company and the

employees.

There was one significant observation in the mashategressions in this study. The
mediator variable had an additive effect whenevevras included in the regression
model. One of James and Brett’'s (1984) conditimmsniediation suggests that the

mediator should add uniquely to the predictionh&f tlependent variable in relation
to the independent variable (thatRs, y.mx is significantly greater thalR2 y.x- On

the other hand, Baron and Kenny’s (1986) conditibighlight the possibility of a
high correlation between the independent and madiariables. This correlation
results in multicollinearity in the regression esdtion which in turn reduces the
power in the test of mediation. Wood et al. (200&8)tion, however, that it is not
entirely clear if James and Brett (1984) requit@d &s a condition for mediation. If
this condition is required and is appropriate ia #ssessment of mediation effects,
then this study can claim that employee perceptiohgob demands partially
mediated the relationship between perceptions oMHBtactices and employee
behavioural outcomes. In all three mediation mqd#dle addition of a mediator
variable accounted for a unique variance explainethe relationship between the

predictor and the outcome variable.
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However, following Wood et al. (2008) and othettistacal analysts (Cohen, Cohen,
West and Aiken, 2003), such a claim cannot be neaddly since a mediator is a
mechanism that accounts for the impact of the iaddpnt variable on the
dependent variable. Furthermore, any additionabwae explained by the mediator
does not preclude its role as mediator, but ividence of an additive effect, rather
than evidence of mediation (Wood et al. 2008). &itee mediator in this study had
an additive effect on the dependent variable, dusth be concluded that there is a
need for further theory that could break the tisMeen analysts who suggest that an
additive effect is enough reason to claim for mgolg and those analysts who

argue that an additive effect is not enough re&sonake such claims.

9.6 Conclusion Based on the Mediated-Regressions
Discussion

Overall, based on Baron and Kenny’s (1986) conaétiand suggestions by Wood et
al. (2008), this study concludes that employee grons of job demands do not
mediate the relationship between perceptions of HPMectices and employee
innovative work behaviour, organisational citizeippshbehaviour and tenure
intentions. This conclusion seems reasonable becaumediator functions as a
necessary condition for an effect between a prediabhd a criterion variable to
occur (Baron and Kenny 1986). In this regard, stisdy does not suggest that
perceptions of job demands are the necessary comlifor employees to be
innovative or to engage in citizenship behavioun.t@e contrary, these perceptions
can have an indirect influence in the relationshgtween HRM perceptions and

employee IWB and OCBI.
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Table 9.4 Summary of Mediated-Regression Hypahesd the
Empirical Support

Hypotheses Predicted Support
Direction
H8a | Job demand perceptions will mediate the relakip N/A NO

between employee perceptions of HRM practices |and
innovative work behaviour

H8b | Job demand perceptions will mediate the reiahgp N/A NO
between employee perceptions of HRM practices |and
organisational citizenship behaviour

H8c | Job demand perceptions will mediate the reiahgp N/A NO
between employee perceptions of HRM practices |and
their tenure intentions
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CHAPTER TEN
IMPLICATIONS, CONTRIBUTION AND CONCLUSION

10. 1 Research Contribution

This chapter reiterates the original research eurestand underlines how these
guestions and the methodological approach emplopatributes to the literature.
The main objective of this study was to assessrefaionship between company
level utilisation of HPWS and both company and ejeé outcomes through a
multilevel research design. Literature suggests tinaorder to achieve a more
realistic assessment of how HRM actually works riacpice, it is necessary to ask
workers themselves what they think and how theggee HRM practices in their

daily lives’ (Marchington and Zagelmeyer 2005:6)mbtarly, in order to better

understand the causal links between HRM practices @mpany performance
employee perceptions of HRM practices must be takenaccount. Kinnie et al.

(2005:11) highlight this point noting that, ‘theldtum of the HRM-performance

causal chain is the employees’ reactions to HRtjpexc as experienced by them’.
Theoretically, this study has contributed to litera by making use of various
theoretical perspectives in analysing the HRM-pennce link. These theoretical
perspectives improve our understanding of the #assoic between HRM practices
and performance outcomes. This is because thdoredaip between HRM and

performance is not a simple linkage that can exihaalg be explained by a single
theoretical approach. The approach used in thidystihherefore, improves research

richness in terms of gathering and assessing coynpad employee information

194



from various theoretical perspectives, but prinyatirough a single methodological

lens.

Numerous reservations have been presented in¢hatlire regarding the theoretical
and methodological difficulties which research ohe t HRM-performance
relationship faces in trying to establish caus@tdibetween strategic HRM practices
and business performance (Guest 1997; Wright amdr@a 2003; Huselid et al.
2005; Marchington and Zagelmeyer 2005; Fleetwood Hiesketh 2006, 2008;
Purcell and Kinnie 2008). One of the theoreticadlldnges is the lack of literature
on ‘the theory of HRM’ (Cappelli and Neumark 20@erhart 2008; Watson 2008)
and the lack of consensus regarding the mechanyswhith HRM practices impact
on firm performance (Wright and Gardner 2003). Thakes it difficult to formulate
a theory that can adequately explain the relatipnbbtween HRM practices and
company performance (Purcell and Kinnie 2008; Paaand Boselie 2008). Most
of the theories used in HRM studies are theoretioatepts borrowed from studies
such as psychology, sociology, economics and giicateanagement just to mention
a few (Watson 2008). The resource-based view of fibe has found wide
acceptance and proposes that firms should look rohvi@ their resources, both
physical and intellectual, for sources of competitiadvantage (Barney 1991,
Barney 2001; Allen and Wright 2008). A study by Blis, Dietz and Boon (2005),
for example, suggests that the resource-basedofi¢he firm has been widely used
for over a ten-year period up to the end of 200&tikes to other theories such as the
contingency theory and the institutional theoryekplaining the HRM-performance

relationship. In recognising that the resource-dagsew of the firm is not without
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criticisms (for example Priem and Butler 2001a; B0 the present research
incorporated other theoretical approaches in exagithe relationship between
HRM practices and company and employee outcomesselimcluded the social
exchange theory (Gouldner 1960; Blau 1964; Cropamzand Mitchell 2005) and
the ability, motivation and opportunity theory (EBai 1993; Boxall and Purcell
2003; Boselie et al. 2005; Gerhart 2007) to exantivee association between the
companies’ utilisation of HRM practices and emplkeg/ebehavioural and attitudinal
outcomes. The rationale behind this approach i$ tespite employees being
resourceful, their ability, motivation, and oppaity to contribute, and their
perceptions of HRM practices matter in the assesswiethe relationship between
HRM practices and company and employee outcomepdlApum et al. 2000; Batt
2002; Bowen and Ostroff 2004; Paauwe and Bosel@R0Thus, this study has
contributed to the literature by using various tie® in examining the HRM-
performance phenomenon, knowing that linking HRM @erformance is a never-
ending search (Marchington and Zagelmeyer 2005}hEtmore, the theories which
are used in the study are not contradictory to edhbbr; rather they may be used
together in explaining the matter of the study. Tagonale for this suggestion is
that each of the approaches can be right in its wam (Boxall & Purcell 2003;
Paauwe & Boseli@005).In this regard, the study has contributed to ttezdiure by
addressing previous reservations regarding thenexte which one theoretical
approach can adequately explain the HRM-performdiméages (Fleetwood and
Hesketh 2006). This study incorporated various rittgzal approaches and thus was
a step further in seeking methodologies that adefuaxplain the phenomenon of

the HRM-performance linkage.

196



The study established an association between wetidped high performance
work systems and increases in business performamcerms of innovation,
productivity and a reduction in voluntary turnov@ihese findings support the
theoretical perspectives which argue that HPWS lmarused to manoeuvre and
develop employees to perform better in a compamai®e and Boselie 2008). In
this regard, these findings support the theory geaformance in a company is a
function of employee ability, motivation and oppority to participate in substantial
company activities (Bailey 1993; Appelbaum et ab0@). These findings are
evidence that when companies empower their empsoyeterms of increasing their
relevant knowledge, skills and abilities, these pames may see increases in
business benefits. Thus, employees should not hgide&red as tools and costs to be
avoided by the company, rather they should be densdl as resources and a source

of competitive advantage for the benefit of the parny.

The study also evaluated the theoretical and eoapirrelationships between
employee perceptions of HRM practices and behaaloautcomes. Overall, it
found that HRM practices could be examined undepua dimensions according to
employee perceptions and these dimensions varieapfaining various employee
outcomes. In this regard, companies are urgeddntify practices which may be
more important to employees in order to better ml@pmpany practices and
employee management. By identifying the best mrastithe companies may be in a
better position to utilise HRM practices which ent@ employee contribution to

both the company and employee outcomes. Simildny,identifying important
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practices in their companies, employers will beaibetter position not to assume
that all HRM practices work in the same way. Instisay, practices which work

better than others can be fostered to enhance congral employee outcomes. On
the other hand, practices which are not effectare lze discontinued or designed in a

different manner in order to fit the company stggtand cater for employee needs.

From a methodological perspective, although a nurobstudies in the US and UK
have examined the linkages between the use of HRBWW®mpany and employee
levels (Appelbaum et al. 2000; Fulmer et al. 20G8iest et al. 2003), no such
multilevel study has been conducted in the Reputilitreland. Some studies in
Ireland have linked company findings with employaécomes without studying
employee perceptions among the employees thems@hiesd et al 2005, 2008;
Guthrie et al. 2009). In this regard, only inferemcof company practices or
outcomes have been made to suggest employee owcemigout conducting
surveys or interviews among employees who are tlaén nsubjects of these
practices. Guthrie et al. (2009), for example, exaoh the association between
greater use of HPWS and employee turnover and tdessm from survey findings
reported by HR and GM executives. Such studiesegitmate and useful, but they
do not address the employee perspectives abouffinetiveness of HPWS in their
workplaces. In particular, they do not assess eyagldoehaviour and attitudes that
may enhance skills and abilities, motivation or agppnity to innovate, work
productively and decide to remain with their emgl®y This study has accordingly,
added evidence regarding what various commentétays Guest 1999; Guest et al.

2003; Paauwe and Boselie 2005; Guest 2008) sughesie missing in studies
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attempting to link HPWS and performance. Accordiiogthese scholars, it is
important to examine employees’ attitudes and hielay and their satisfaction in
order to better understand the HRM-performance (@kest 2008). This research
has, therefore, provided evidence of the effecegsnof HPWS not only from the
employers’ perspective, but also from the employbesugh a multilevel study and
a multi-industry sample in the Republic of Irelamal.this regard, this examination
has also added evidence regarding the importancesioy both employee and

company perspectives in designing appropriate reseaethodology.

Another methodological challenge in the HRM-perfamoe research includes the
choice of an appropriate level of analysis (Wright! Gardner 2003). Most studies
have been designed such that employee or indiviguals of analysis are used to
infer relations between HRM and performance at comgplevel (Gerhart 2005,
2007, 2008). This type of research may suggestiorkhips between HRM and
performance which are due to common method varialusally, researchers are
supposed to include both levels of analysis inrthesearch design (Gerhart 2007).
This approach can be conducted through HierarcHiaa¢ar Modeling (HLM)
(Raudenbush and Bryk 2002), where individual dataasted within organisations
(Ostroff and Bowen 2000). This study addressedrtiethodological challenge and
contributed to the multilevel literature by usinget traditional or classical
regression/ordinary least square (OLS) procedurassmciate company level with
employee level data. Through the cross-level imfegeapproach, which is regarded
as appropriate in accomplishing the same objeaseHLM in allowing for the

estimation of robust standard errors (Bliese 2080fmann 2002; James and
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Williams 2000; Shipton et al. 2004; Gerhart 20Q8)s study was able to establish
associations between company level and employes fiemlings. Overall, through
this cross-level inference approach, the study sldowhat one can trace the
association between utilisation of HPWS at comp&uel to outcomes at the
employee level. These findings were supportivehef theoretical approaches used
in examining the nature of the relationship betweenmployers and employees.
Based on social exchange theory (Blau 1964) andiah@ of reciprocity (Gouldner
1960), this study demonstrated that employees rediprocate in beneficial ways
when they perceive that their company treats theath Whis theoretical point was
supported by the repeated findings regarding enegloperceptions of HRM
practices related to communication, feedback ar gonditions as the main
significant independent variables in regressing leyge outcomes. Utilisation of
HPWS was likewise significant in explaining empleyg@erceptions of HRM
practices related to communication and feedbaclks pattern of findings suggests
that reciprocation and social exchange relatiorsshgn be the dominant factors in
explaining employees’ likelihood of engaging inrextole behaviours, and in their
willingness to attach themselves to their currenpleyers. Mediation tests in this
study were conducted and were useful in examirtiregeixtent to which employee
perceptions of job demands may affect their attsudnd behaviours. The mediated
regression analysis showed that there were indaketts of employee perceptions
of HRM practices on employee outcomes via percaptaf job demands. In other
words, positive employee perceptions of job demanay influence the relationship
between perceptions of HRM practices and employaevioural and attitudinal

outcomes. In this regard, employers are advisexkémnine the demands they place
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on their employees because various demanding aspetie job such as working
too hard, working under time pressure and havimgmoich work to do may reflect
on negative employee perceptions of job demandss@megative perceptions in
turn may reduce employee discretionary efforts enms of innovative work

behaviour and organisational citizenship behaviour.

10. 2 Implications for Theory and Practice

There are numerous theoretical and practical irapbas arising from these
findings. They indicate that employers should idelugreater usage of HPWS in
order to realise positive company and employee fiisnélhe implications for
theory include that gains accrued from increasetvation, productivity and a
reduction in turnover reflect the ability, motivati and opportunity of the workforce
to work smart. These findings therefore support theory that employees’
knowledge, skills and abilities are a source of petitive advantage and when used
well may improve companies’ efficiency and busingssrformance. These
employer—employee relationships were examined basetie social exchange and
the ability, motivation and opportunity to contrtbutheories. Notwithstanding
potential limitations regarding generalisation (exed in more detail below), these
findings are consistent with research evidence whioggest that companies adopt
HRM practices because they produce more outputpanitt (Kaufman and Miller

2009).
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Similarly, the findings suggest that employers exemthe way in which they
integrate HRM practices at the company-level wigtoge management at the
employee-level. The study has shown that there pesative correlation between
employee perceptions of HRM practices and behaviotcomes. This association
indicates that employees’ perceptions matter inerdahing attitudinal and
behavioural outcomes such as IWB, OCBI and tenutentions. These employee
outcomes are important in eliciting discretionarfjosts, which in turn affect
company performance. Thus, employers have to ad¢P¥WS and provide
employees with practices that elicit employee @sonary efforts. In particular,
employers should foster practices that addressmidwener in which employee get
performance feedback, and the way the company concates with employees.
Other practices that have to be fostered inclubesgxurity, the level of health and
safety and physical working conditions. It is amgpdr from the findings that
employee perceptions of HRM practices related tmroanication, feedbacks, and

job conditions, were significant in explaining teesmployee outcomes.

10. 3 Limitations of the Study

There are a number of potential limitations to thligdy. Though empirically the
study showed positive associations between theagraae of HPWS and a number
of company and employee outcomes, these findingmatosuggest that HPWS
cause these outcomes. Claims of causation betwd&V3Hand company and
employee outcomes are complicated with regard ¢orthand methodology, and

constitute the ‘black box’ problem of how HRM priaets affect performance among
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employees and companies (Hutchinson et al. 2008alBand Purcell 2003). Thus,
this study has not been able to identify or shosv,saggested by scholars, the
processes through which this association is cre@dight and Gardner 2003) or
‘the channels of influence through which HRM preesi affect performance’
(Kaufman and Miller 2009:1). Taking that limitationto consideration, it can be
suggested here that the findings in this study lshetill be open to interpretation
rather than being treated as conclusive evidencé¢his area. This caution is
necessary because strategic HRM literature suggeatsthe HRM-performance
links may not be linear but rather more complexthas been previously assumed

(Chadwick 2007).

Due to a relatively small response rate for the leyge level surveys, this study
confined itself to the use of cross-level inferemegher than using alternative
statistical techniques such as SEM, WABA or HLMedlly, HLM would have been
used between different levels of analysis, whemabynvestigator could control the
variance explained based on the level of analysisvhich respective data were
nested (Bliese 2000; Hofmann 2002). Thus, resefinchings regarding the link
between company-level and employee-level varialese confined to average
estimation due to the methodological approach ukethis respect, the impact of
HPWS was always considered as a situational at&ribwggesting how ‘on average’
the use of HPWS influenced employee variables.tBel this limitation regarding
response rates is the difficulty for this studygeneralise its findings to a wider
population. As a multilevel research investigatitims study ideally required a large

sample from the employee level in order to ensepeasentation among employees
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across all the companies in Ireland. The greatbatlenge relating to securing
companies to participate in employee surveys iralelaims by the management
that they have had numerous employee surveys sigoimio the company for
completion. Therefore, additional surveys were w@Bred unnecessary,
inconvenient, and costly in terms of finance amadetithat employees usually spend
out of the job completing questionnaires. Desplie tnvestigator's efforts to
convince the companies that the surveys would beflmal for the companies and
the researchers, very few companies accepted thwtian. Accordingly, these
research constraints necessitated that any gesaratis of this work should be
made in the knowledge that the response rate éoeitiployee sample was relatively

small.

However, in order to reduce the limitations of #tady, such as the potential for
common method variance, two questionnaires wereirastered to both the HR
manager and GM manager. Previous research sudhasss single respondent who
has unique access to relevant information may sasva data source (Kozlowski
and Klein 2000). Having two respondents is, howewasre appropriate and thus
increases the reliability of the study. This pragedhas been used in studies such as
Guthrie (2001), Flood et al. (2005, 2008) and Getlkt al. (2009). This procedure
produced matched pairs (between HR and GM questites) for respondents
which were used in data analysis. In addition, ghisly carried out employee level
surveys and interviews among managers in the coeparhere employee surveys
were carried out. Though this study does not clduat this is the perfect approach,

it is consistent with researchers who advocateiraalirce research and particularly
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the detailed interviews among employees in ordeintvease and enhance the

explanatory power of the findings (Fleetwood andkkéth 2006, 2008).

As stated earlier, there was a low response ratecfmpanies that participated in the
employee survey. Another related weakness was a risponse rate among
employees who completed the questionnaires. Dukadio of information about
employees who did not complete the surveys, it diffisult for this study to assess
a non-response bias between responding and noondisg employees. This

weakness may limit generalisations that can be nrattes study.

10. 4 Directions for Further Research

Previous studies on the HRM-performance link havettie past two decades faced
various challenges and criticisms. One of theasins is the lack of a ‘theory of
HRM’ (Cappelli and Neumark 2001; Watson 2008). Feittesearch in this field
should examine the possibility of having an appedpr mix of theories that can
explain and facilitate exploration of the link besn HRM practices and company
performance. Relying on one theory as the besteusal or most widely acceptable
can diminish research endeavours to explore aligenpossibilities for unlocking
the HRM-performance link phenomenon. What is imguatrin this theory building,
therefore, is to examine whether or not the theodeviate from the core HRM
practices that are employed in people managemetthanHRM literature. It is
possible that theories may diverge on particulltg, converge on the central or

essence of HRM practices (Cropanzano and Mitcl#b® Thus, further research
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on the HRM-performance link can develop theorieat thill help researchers
explore the ‘black box’ problem without relying dxsively on widely accepted
theories such as the resource-based view of time As stated earlier, this argument
does not suggest that the RBV of the firm is protalec; rather it is clear that even
among these widely accepted theories, there arescwho suggest that the RBV is
not always a useful perspective for strategic mamamt research (Priem and Butler

2001a, 2001b).

This study further suggests that despite the mellbgitcal and theoretical
challenges, future research on the HRM-performéinkage should be multisource,
large scale and longitudinal, and ideally includetperships among researchers,
practitioners and government communities (Wall wibd 2005; Marchington and
Wilkinson 2005; Marchington and Zagelmeyer 2008)this regard, research should
include a more extensive use of employee survegsildd interviews and case
studies which will aid in getting a detailed accowf the extent to which
employees’ experience the utilisation of HPWS irittworkplaces (Guest et al.
2003; Marchington and Zagelmeyer 2005; Fleetwoattesketh 2006, 2008). This
proposition is to some degree consistent with rebeas who advocate
interpretivism, hermeneutics and critical-realissnepistemological and ontological
approaches to the social sciences (MarchingtorVdiidnson 2005; Fleetwood and
Hesketh 2006, 2008). This study advocates sury@stivism and objectivism in
analysing large amount of data. Nonetheless, usingome degree these other
approaches may not diminish the study of the HRMegpmance link; on the

contrary, the new approach may enrich study finglithgit are obtained from surveys
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and the related scientific techniques. This studpgpses that future research in the
HRM-performance relationship be longitudinal beeaasldressing specific causal
mechanisms linking major constructs and the appatetag period for the effects
of HRM practices after their implementation may beteasy to realise with cross-
sectional research (Chadwick 2007). Similarly, fatuesearch should move from
the traditional view of considering theoretical antethodological positions as
opposing and conflicting doctrines, to a view wheheories can be used as
‘complementary’ in exploring the ‘black box’ phenenon. In this regard, future
research should not underestimate employee peoospinterpretations, values and
experience in exploring the impact of HPWS on botimpany and employee

outcomes.

10. 5 General Conclusion

Literature on HPWS suggests that research thabeegkhe directions of causality
in the relationship between the HRM-performancé&dge and the company and
employee outcomes is still wanting in theory andpieital evidence (Mohr and
Zoghi 2008). This study has attempted to addressesof the issues raised in
literature, and has suggested possible pathwayfufore research. As posited by
Marchington and Zagelmeyer (2005), this search liokages between HRM
practices and company performance is a never endemwych. Nevertheless,
accommodating other theoretical and methodologiparoaches in future research
may facilitate this search for positive links beéme HRM practices and

performance. Overall, the present study has thieatigtand empirically established
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the association between greater use of HPWS arfd dmnhpany and employee
outcomes. The research findings supported the et when employees are
empowered, they can be a resource to the compadythair discretionary efforts

matter in influencing company and employee outcomes
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APPENDIX A: APPLICATION FORM: University of Limeric  k
Research Ethics Committee (ULREC)

1 Title of Research Project

HIGH PERFORMANCE WORK SYSTEMS AND DIVERSITY MANAGEMNT IN IRELAND

2 Period for which approval is sought

Eight months

3 Project Investigators

3a  Principal Investigator

Name Professor Patrick Flood
Department Personnel and Employment Relations
Position Research Professor

Qualifications

Research Professor in the Kemmy Business Schooletsity of Limerick

Telephone Number

061-202929

e-mail address

Patrick.Flood@ul.ie

3b  Other Investigators

Name Qualifications & Affiliation Signature
Prof. James P. Guthrie Prof. of HRM, Universitykainsas in

Lawrence
Dr. Sarah Mac Curtain Lecturer of Organisation Bédar in KBS,

UL

Dr. Claire Murphy

Research Scholar in the KBS, UL

Dr. Wenchuan Liu

Postdoctoral Fellow at the Uniitgrsf
Limerick




Cathal O' Regan National Coordinator at the NCRdamhd

Thaddeus Mkamwa PhD Student in the KBS, Univesiity
Limerick

I Head of Department(s)

I have read through this application and am awétheopossible risks to subjects involved in thigly. | hereby
authorise the Principal Investigator named abowetaluct this research project.

Name Department Date Signature

Joe Wallace

5 Study Descriptors

Please indicate the terms that apply to this reskaroject
Healthy Adults| [X] Healthy Children (< 18 yrs) [ ]
Patient Adults| [] Patient Children (< 18 yrs) [ ]
‘Potentially Vulnerable’ Adults [] ‘Particularly Vulnerable’ Children []
Physical Activity | [] Questionnaire/Interview [ |
Medical Devices / Drugs [] Video Recording/Photography[ ]
Food/Drink Supplementation[ ] Collection of Personal Details[]
Measure Physical in Nature[ ] Measure Psychological in Natufe_]
Body Tissue Samples[ ] Observational [ ]
Body Fluids Samples (e.g. blood] | Record Based [ ]

|6 Project Design |




6a

Justification for Research Project(Include reference to published work)

Pfeffer (1994), argues that success in today'srypeapetitive markets depends less on
advantages associated with economies of scalendtagy, patents, and access to capital and ni
on innovation, speed, and adaptability. Pfeffeuasgfurther that these latter sources of
competitive advantage are largely derived fronta'é human resources. Thus workplace
innovation is critical to a country’s future asymdmic, inclusive and knowledge-based econom
and society (Forum on the Workplace of the FutR@§5). Increasingly, both researchers and
practitioners in human resource management havedd®rted to adopt a more strategic
perspective. Strategic human resource managemidRN$ is directly concerned with the
interplay of human resource management practicgan@zational strategy and firms' market
competitiveness.

SHRM research has examined the impact of 'bunaid$R practices on organizational outcome
While there is some disagreement as to the spatidit of the set of HR practices comprising

what we term high performance work systems (HWB®)common theme in this literature is an

emphasis on utilizing a system of management pesthat provide employees with skills,
information, motivation and latitude, resultingarwork force which is a source of competitive
advantage. According to (Appelbaum et al. 2000;h&i995), such HPWS have the potential t
deliver mutual gains with increased firm performaaad improved pay and job satisfaction for
employees. HPWS include, inter alia, the use os#fanctional teams, high levels of training,
information sharing, participatory mechanisms aralig-based rewards. Huselid's (1995)
landmark study examined the relationship betweerutfe of what he termed "high performance
work practices" and firm performance. His main firglwas that greater use of these types of H
practices was associated with decreased turnodenigher levels of productivity, profitability an
market value. Other studies have also indicateds#tipe relationship between high involvement,
or high performance HR systems and firm outcomes, (&rthur, 1994; Datta, Guthrie & Wright,
2005; Guthrie, 2001; Koch & McGrath, 1996; MacDeffl995).

Though some of the most competitive countries éwbrld have long recognized the usefulnes
of workplace innovation, few have developed a adir@ted national workplace strategy.
Therefore this is an area in which Ireland can teafe'st mover advantage’ (Forum on the
Workplace of the Future, 2005). Our 2005 study Ijgited the economic benefits associated w
HPWS practices in the four areas of communicatiwh @articipation, training and development,
staffing and recruitment and performance managearhtemuneration. This report highlighted
the cost of not making investments in HR, revealipgo a 16 per cent difference between the
average user of HWPS and the below-average ussrqfét al., 2005).

Ireland’s workforce is becoming more diverse andkivig patterns are becoming more varied.
However, in spite of this, in common with all higkskilled economies, unacceptable levels of
exclusion still affect many people and increasifigres are being made to rectify the situation. |
recognition of this fact, in the current study, are extending our previous description of HPWS
include equality, diversity, work life balance amuaality of work life initiatives. We will examine
the relationship between these variables and bssiperformance and innovation.

ore

S.

o

o

to




6b

Hypotheses or questions to be answered

a) What is the impact of HPWS, diversity managemeatrtnership, worklife balance and
equality of opportunity on firm performance?

b) What is the reaction of employees to HPWS andrdity practices and policies?

¢) To what extent do the policies and practiceldB¥WS and partnership contribute to
organizational innovation and performance?

d) What factors (e.g., unionization, firm size xpkin differences in HPWS adoption?

6¢C

Plan of Investigation

1. A letter asking for permission to conduct thevey (from the principal investigator) will be
sent to each organisation under study

2. Investigators will administer questionnaireshi®e HR managers and directors. For case stu
the questionnaires will be administered to the eygés by investigators

3. A follow up letter will be sent in 30 days inseaof delays in responses from the companies
4. Data collection and analysis will follow aftdl @data are collected

5. Presentation of findings to NCPP and Equalityh&uty will be the final stage

6. The Gantt chart attached describes the timeeaork:

6d

Research procedures

The basic procedure will be to solicit survey-badesdcriptions of HR systems in the areas of
communication and participation, training and depetent, staffing and recruitment,
performance management and remuneration and gqaatitdiversity management and to mat
these with objective indices of firm performance itnportant consideration is to utilize
independent sources for measures of each of thesmd. This limits concerns of bias emanati

dies

ch

g

from common method variance. Survey instrumentkbeilsent to the top HR manager in sample

firms.

6e

Associated risks to subjects
There are no risks foreseen for filling the questaire which may take less than 15 minutes

69

Statistical approach to be used and source of astatistical advice

The investigators will use SPSS as the basic statitool for the analysis. Specifically, they i
use multiple regression analysis to establishetaionship between HPWS, diversity, work-life
balance, equality of opportunity and firm performenThe University of Limerick Statistical
Consulting Unit (SCU) may be sought for further iadv




6h

Location(s) of Project
The study will be based in the Republic of Ireland

|7  Subjects

7a How will potential research participants be souted and identified?
Potential research participants will be soughtulgrothe use of Irish Times Top 1000_Business
World in creating a company database.

7b Will research participants be recruited via advetisement (poster, e-mail, letter)?
If YES, please provide details below, or attach theecruitment advertisement if written.
Research subjects, particularly HR managers amdtdirs will be informed by letters. To access
employees to fill the questionnaire, permissiomfriie companies' administration will be sought

7c How many subjects will be recruited?

Male | 1500 Female

Provide further information if necessary
The first stage of the survey will consist of HRmagers and Directors of a 1000 top companies
in Ireland. The second part of the survey will uidg general employees who might range from
500 men to 1000 women and vice versa.

7d What are the principal inclusion criteria? (Please justify
HR managers and directors will be included to getdompany's perspective of HPWS and
diversity management on performance. In a certaallsnumber of organisations, employees v
also be surveyed to investigate their lived expegeand reactions to HPWS and diversity
practices and policies.

Te What are the principal exclusion criteria? (Please justify
In the first stage, people below the level of HRediors would be excluded since they would npt
have access to information regarding firm perforoeaor diversity management.

7f What is the expected duration of participation br each subject?

Each subject is expected to participate for at l&&sninutes.




79

What is the potential for pain, discomfort, embarassment, changes to lifestyle for the
research participants?

There is no potential for pain for discomfort oaoles to lifestyles for the participants in this
study. We don't foresee any harm in the questiosarsministration.

7h

What arrangements have been made for subjects whmight not adequately understand
verbal explanations or written information in English?
We expect that every HR manager or director iratrdlwill be fluent in English. For other

employees who might have problems with interpretatif the questions, our investigators will pe

available for explanation or interpretation if timight be needed. Our investigators will
administer questionnaires to the employees in perso

7i

Will subjects receive any payments or incentive®r reimbursement of expenses for taking
part in this research project?

YES NO

If YES, please provide details below, and indicateource of funding:

Confidentiality of collected data

8a

What measures will be put in place to ensure ctidentiality of collected data?

Our investigators will abide by research ethosipalerly those stipulated by the ULREC. Ther
will be no disclosure of information collected f@search purposes. All data collected will be
used solely for the research purposes. With reaconfidentiality, data will be aggregated. Ng
individual company will be identified in data presation.

8b

Where will it be stored?
The data will be stored in Patrick Flood's offitdis office has a locked filing cabinet and data|
will be stored in a password protected computer.

1%

8c

Who will have custody and access to the data?
The Principal Investigator and other investigators.

8d

For how long will the data from the research projetbe stored?(Please justify)

There is likelihood that the data will be usedgablication in the public domain with NCPP an
Equality Authority, thus the data collected migbktdiored for ten years after the research
analysis.




9 Drugs or Medical Devices
Are Drugs or Medical Devices to be used?
If YES please complete 9a to 9c
9a Details of the Drugs or Devices (including namstrength, dosage, route of administration)
Not applicable
9 Details of Clinical Trial Certificate, Exemption Certificate or Product Licence (The Product
Licence must cover the proposed use in the Projeetsee Guidelines No. 11)
Not applicable
9c Details of any Risks (Both to subjects and staffndicate current experience with the drug or
device)
Not applicable
|10  Professional Indemnity
Does this application conform to the University’professional indemnity policy?
YES NO
If NO please indicate the professional indemnity aangements in place for this application
(attach policy if necessary):
| 11 Information Documents

Please note: failure to provide the necessary doaentation will delay the consideration of
the application. Please complete the checklist lwstV:

Documents Included?

Subject Information Sheet YES| X U] N/
A

Parent/Carer Information Sheet YES| [ ] N/
A




Subject Informed Consent Form YES| [] U] N/
A
Parent/Carer Informed Consent Form YES| [] ] N/
A
Questionnaire YES | X U] N/
A
Interview/Survey Questions YES| [ U] N/
A
Recruitment Letters/Advertisement/e-mails, etc YES [] ] N/
A
Risk Assessment Form(s) YES | [] ] N/
A
Please ensure any additional documents are includeéth this application.
These should be attached as a single document aetlded in the e-mail submission.

|12 Declaration |

The information in this application form is accw#&b the best of my knowledge and
belief, and | take full responsibility for it.

| undertake to abide by the ethical principlesioet in the UL Research Ethics Committee guidelines

If the research project is approved, | undertakeadbere to the study protocol without unagreed
deviation, and to comply with any conditions sent m the letter sent by the UL Research Ethics
Committee notifying me of this.

| undertake to inform the UL Research Ethics Corteribf any changes in the
protocol, and to submit a Report Form upon comphetif the research project.

Name of Principal Investigator Prof. Patrick C. Flood
Signature of Principal Investigator - |
(or Head of Department*)

Date May 29th, 2006

*Please note:where the Principal Investigator is not a permanemployee of the University of
Limerick, the relevant Head of Department shoudpghghis declaration.



Once completed, this form along with a singlewtoent containing and additional documentation khoy
be submittectlectronically to the Vice President Academic and Registrar’scofht
vpareg@staffmail.ul.ie

In addition, 10 copiesof the fully signed application and any attachreesftould be submitted to:

The Secretary,

University of Limerick Research Ethics Committee,
Vice President Academic and Registrar’s Office,
University of Limerick




APPENDIX B: ULREC APPROVAL LETTER

UNIVERSITY of LIMERICK
OLLSCOIL LUIMNIGH

University of Limerick Research Ethics Committee
Clo Vice President Academic and Registrar’'s Offitdniversity of Limerick
Tel: (061) 202022, Fax: (061) 330027, Email: VPAR®@gtaffmail.ul.ie

14 June 2006
Professor Patrick Flood
Department of Personnel and Employment Relations

University of Limerick
Limerick

Re: ULREC No. 06/52 - High Performance Work Systéind Diversity Management
In Ireland

Dear Professor Flood

| hereby confirm receipt of revised documentatiddrassing the conditions outlined
by the University of Limerick Research Ethics Cortiae at its meeting on 8 June
2006.

Full approval is herewith granted for this applicat

Yours sincerely

Dr Kevin Kelleher

Chairman
University of Limerick Research Ethics Committee



APPENDIX C: INVITATION LETTER - GM AND HR SURVEY

15th July, 2006

«P_TITLE2» «P_FNAME2» «P_SNAME2»
«P_POSIT2»

«CO_NAME»

«ADDRESS1», «<xADDRESS2»
«COUNTY»

Dear «P_TITLE2» «P_SNAME2»,

I am writing to invite your participation in a majetudy on management practices and
firm competitiveness in Ireland which has been arited by the National Centre for
Partnership and Performance (NCPP). | realizeybatlikely receive quite a number of
surveys and requests for your time. However, withtbe willingness of the business
community to provide support to university reseagtfiorts such as this -- in the present
case with a small investment of your time -- conhgcresearch with direct “real world”
applicability would be very difficult. This “real erld” knowledge is important for both
research and teaching.

A survey is enclosed. This survey addresses “humesource practice” including

diversity and equality as we are interested inldistaing the relationship between HR
practices, diversity and firm performance. Thisveyrshould be completed by yourself
or someone knowledgeable with regard to your firaf& practices.

Please be assured that responses witldodidential, andno individual companies will

be identified. Results of this study will be reported in aggtegarm only and individual
firms will not be identifiable from the report. Waithe code number on the last page of
the survey will enable us to track responses, sb glrevents anyone other than the
researchers from associating questionnaires witin fjon.

As a token of our appreciation, we can provide yath an executive summary of
research findingsand acustomized company specific reportvhich benchmarks your
or%anization relative to your industry. Pleasettrycomplete and return the surveyg
25" June, 2006 This survey is accompanied by a self-addressedl@pe. If you have
any questions, please do not hesitate to conta@tegrick.flood@ul.ieor 061-20292.
Thank you very much for your help.

Sincerely,

Prof. Patrick Flood, Ph.D.

Enc: Endorsement letter from NCPP, 2006 survey an®005 report for you to keep.



APPENDIX D: GENERAL MANAGER QUESTIONNAIRE SURVEY
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University of Kansas
School of Business

OLLSCOIL LUIMNIGH

UL - KU 2006 SURVEY OF GENERAL
MANAGEMENT PRACTICES IN IRELAND

A research study sponsored by

National Centre for
Partnership 2= Performance

Prof. Patrick Flood ProfJames P. Guthrie Prof. Claire Murphy
Kemmy Business School School of Business Kemmy Business School
University of Limerick University of Kansas University of Limerick
Limerick, Ireland Lawrence, KS USA Limerick, Ireland
061-202929 001 785 8647546 061-202679
patrick.flood@ul.ie jguthrie@ku.edu claire.murphy@ul.ie




PROJECT DIRECTORS

Patrick Flood, Ph.D., received his doctorate from the London School of Economics. He is currently
Research Professor in the Kemmy Business School at the University of Limerick where he also directs the
strategic leadership research programme. Previous appointments include EU Postdoctoral fellow at London
Business School, Fulbright scholar at the R.H. Smith School of Business, University of Maryland at College
Park, Academic Visitor and British Council scholar at the London School of Economics.

James P. Guthrie, Ph.D., is Professor of Business and Charles W. Oswald Faculty Fellow with the School of
Business at the University of Kansas. He received his B.A. and M.B.A. from the State University of New York
at Buffalo and his PhD from the University of Maryland. He is currently Visiting Professor with the Kemmy
Business School, University of Limerick. He has previously held visiting faculty appointments with the
University of Waikato in New Zealand and with the Consortium of Universities for International Business
Studies in Italy.

Wenchuan Liu, Ph.D ., is Postdoctoral Fellow at the University of Limerick. He previously worked as an
Assistant Professor at North-eastern University, China. He gained his PhD from the Kemmy Business
School, University of Limerick for a study of the economic impact of high performance work systems in Irish
industry.

Sarah MacCurtain, Ph.D., is a Lecturer with the Kemmy Business School, University of Limerick. She
received her PhD from Aston University. She is co-author of Effective Top Teams (2001, Blackhall) and
Managing Knowledge Based Organisations (2002, Blackhall).

Claire Murphy, Ph.D., is a Research Scholar at the Kemmy Business School, University of Limerick. She
received her PhD from the University of Limerick in 2004. She has conducted research on organizational
justice, the psychological contract, absenteeism, continuing professional education, and health services
management.

Thadeus Mkamwa, is a registered doctoral student at the Kemmy Business School, University of Limerick.
His research topic is on HPWS and diversity management in Irish workplaces. He received his STB from
Pontifical University Urbaniana at St.Paul’s, Tanzania. He also graduated with BA and MS from Elmira
College, New York. He has also lectured on Development Studies at St. Augustine University of Tanzania.

Cathal O'Regan, is currently a National Coordinator at the National Centre for Partnership and Performance
of Ireland. He is a registered doctoral student at the University of Limerick.

If you have questions about any aspect of this study, please contact one of the project directors. Contact
information is provided on the front page of the questionnaire.

Would you like a summary report of the findings of the study? Yes No

If ‘yes’, please provide name and address or attach a business card:

Name:
Address:

Email:




|. ORGANISATIONAL CHARACTERISTICS

During 2005-06, what proportion of your organisation's total sales (turnover) was achieved through each of
these two strategic approaches? Your answers should total 100%.

« LOW COST: Compete on the basis of lower costs (through economies of scale,
experience, technology, etc), resulting in lower prices to CONSUMErS .........cccccceeeeeeennn. %

» DIFFERENTIATION: Create products or services perceived industry-wide as unique %
Total: 100%

Please allocate 100 points across the following factors reflecting how your firm’s top managers would view
each factor’s relative importance in achieving competitive success:

Products or services ............ccoccvunee.
Advertising/marketing .....................
Employees/workforce .....................
Technology ....c.coovvviiviiiii i

Total: 100 Points

How would you describe the industry and environment  within which your organisation functions? Where
relevant please consider not only the economic, but also the social, political, and technological aspects of the
environment. Write a scale number in the space provided beside each statement.

Strongly Disagree 1 2 3 4 5 Strongly Agree

Very dynamic, changing rapidly in technical, economic and cultural dimensions..............
Very risky, one false step can mean the firm’s undoing ...,

Very rapidly expanding through expansion of old markets and emergence of new ones...
Very stressful, exacting, hostile; hard to keep afloat ...............coco i
Actions of competitors are quite easy to prediCt ........ ..o
Demand and consumer tastes are fairly easy to forecast...............coovviiiiiiiiiiniin e,
Very safe, little threat to the survival of my company ...

The rate at which products or services are getting obsolete in the industry is very slow...



The relative importance of different functional activities (e.g., manufacturing, marketing) varies across

organisations.

Please indicate how your firm’s top managers would rate the relative importance of each

functional activity in achieving competitive success. Write a scale number in the space beside each function
to indicate its relative importance.
Of little importance

1 2 3
R&D oo
Manufacturing ........ccceeeeeiiieiiieeeeeeeeen
Marketing/Sales ..........ccccceeeeiiiiiiiiiieeeeeee,
Human Resource Management
Finance/Budgeting

Information Systems

Please circle a response on each scale to answer th

In general, the top managers of my firm favor

A strong emphasis
on the marketing

of tried and true
products or services

1

2

3

5 Extremely important

e following questions:

A strong emphasis

on R&D, technological
leadership and
innovations

How many new lines of products or services has your firm marketed in the last few years?

No new lines of
products or
services

1

In the last few years in my firm

Changes in product
or service lines
have been mostly
minor in nature

In dealing with competitors, my firm

Typically responds
to actions that
competitors initiate

Typically seeks to
avoid competitive

clashes, preferring
a 'live-and-let-live’
posture

Is very
aggressive and
intensely competitive

1

1

2

2

3

4

5

6

7

Very many new
lines of products
or services

Changes in product
or service lines have
usually been quite
dramatic

Typically initiates
actions that
competitors respond to

Typically adopts a
very competitive,
‘undo-the-competitors’
posture

Makes no special
effort to take business
from competitors



In general, the top managers of my firm have ......

A strong preference 1 2 3 4 5 6 7 A strong preference

for low-risk projects for high-risk projects

(with normal and (with chances of very
certain rates of return) high returns)

A strong tendency 1 2 3 4 5 6 7 A strong tendency

to ‘follow-the-leader’ to be ahead of competitors
in introducing new in introducing new
products/services, products/services,
technology or technology or
management ideas management ideas

In general, the top managers of my firm believe that ......

Owing to the nature 1 2 3 4 5 6 7 Owing to the nature

of the environment, of the environment,

it is best to explore it bold, wide-ranging acts
gradually via timid, are necessary to achieve
incremental behavior the firm’s objectives

When confronted with decision-making situations involving uncertainty, my firm ......

Typically adoptsa 1 2 3 4 5 6 7 Typically adopts a
cautious ‘wait-and- bold, aggressive posture
see’ posture in order in order to maximize
to minimize the the probability of
probability of making exploiting potential
costly decisions opportunities
Please indicate the current position of your organi sation relative to your direct competitors
We are We are
much lower Same much higher
Product Or Service COSt ......ccovvivi i 1 2 3 4 5
Product or service selling price ..........c.ccoiiiiiiiiii e, 1 2 3 4 5
Per cent of sales (turnover) spenton R & D ................... 1 2 3 4 5
Per cent of sales (turnover) spent on marketing ................ 1 2 3 4 5
Product or service quality ...........ccooveie i 1 2 3 4 5
Brand image ......covvi i e 1 2 3 4 5
Product or service features ............ccooveviiii i, 1 2 3 4 5
After Sales SErViCe ........o it 1 2 3 4 5
Sales growth ... 1 2 3 4 5
Return-0n-Sales ... 1 2 3 4 5
Profitability ........coovii 1 2 3 4 5
What proportion of your organisation’s total sales (turnover) comes from products
or services introduced within the previous 12 months? ..........c.ccociiiiiii i e, %




How long has your local organisation been in operation? .................. years.

In what country is your corporate headquarter located?

Which of the following categories best describes your primary industry sector? (Please tick one)

___Agriculture/forestry/fishing ____Building & civil engineering _____ Health services
____ Energy & Water _____Retail & distribution; hotels _____ Other services (e.qg,
R&D,
____Chemical Products ______Transport & Communication television, radio, etc.)
____ Metal Mfg. (mechanical, electrical & (e.g., rail, postal, telecoms) _____ Other:

instrument engineering; data _____Banking; finance, insurance;

processing machinery) business services (e.g.,
____ Other Mfg (e.g., food, drink, tobacco; consultancies, PR, legal, etc.)

textiles, clothing; paper, publishing; ____ Personal, domestic, recreational

rubber, plastics) services

Approximately what proportion of your total sales (turnover) is from the above industry? %

Which category best approximates the percentage of total annual sales/turnover  spent on research &
development (R&D) in your organisation? (Please circle one category).

(@) < 1% (d) 3% (9) 6% (i) 9% (m) 12% () 15%
(b) 1% (€) 4% (h) 7% (K) 10% (n) 13% (q) 16%
(c) 2% (f) 5% (i) 8% () 11% (0) 14% () > 16%

Which category best approximates the percentage of your total annual operating expenses accounted for
by labour costs in your organisation? (Please circle one category).

(@) < 5% (d) 15% (g) 30% () 45% (m) 60% (p) 75%
(b) 5% (€) 20% (h) 35% (K) 50% (n) 65% (q) 80%
(c) 10% (f) 25% (i) 40% (I) 55% (0) 70% (r) > 80%

How do your labour costs compare with your direct competitors?

Our costs are 1 2 3 4 5 Our costs are
much lower much higher

As measures of size:

a. Please estimate the total number of employees in your local organisation:



b. Please estimate your local organisation's annual sales revenue (turnover):
Three years ago ............... million Euro
L1010 £- |V million Euro

Please use the scale below to indicate your level of agreement or disagreement with each of the following

statements. Write a scale number in the space provided beside each statement.

Strongly Disagree 1 2 3 4 5 Strongly Agree

Our employees can expect to stay with the organization as long as they wish..................
Our company is committed to a goal of long-term employment security...................c......

If this organization were facing economic problems, employee downsizing
would be the [ast Option USEd ... e e

During the last two years, has your firm engaged in employee downsizing (redundancies)? Yes No
If yes, what percentage of your workforce was made redundant during this time? %
Partnership: To what extent do you agree with the following statements?
Strongly disagree 1 2 3 4 5 Strongly agree
There is a high level of trust between management and employees
Employees are well informed on the views and concerns of company management
Company management are well informed on the views and concerns of employees
Partnership: In this organisation...
Workplace partnership is... (Please circle appropriate number)
1 2 3 4 5 6
Non- Largely confined Largely confined Evident in at Evident across Now the norm
existent to a few key within formal least certain most of it for working
individuals partnership parts
structures

Partnership: Are there formal arrangements in place for...

Workplace partnership? (Please tick one)
ONo

ONo, but under active consideration

OYes How many years has this arrangement been in place?

Informing and consulting employees? (Please tick one)
ONo

ONo, but under active consideration

OYes, but may require adjustment to comply with forthcoming legislation



OYes, and already largely compliant with requirements of forthcoming legislation

Partnership: To what extent are each of the following issues the subject of discussion
between management and employees (and/or their representatives)?

(Please insert appropriate number in space provided)

No discussion 1 2 3 4 5 Very substantial discussion

Production issues (e.g. level of production or sales, quality of product or service)

Employment issues (e.g. avoiding redundancies, reducing labour turnover)

Financial issues (e. g. financial performance, budgets or budgetary cuts)

Future plans (e.g. changes in goods produced or services offered, company
expansion or contraction)

Pay issues (e.g. wage or salary reviews, bonuses, regarding, job evaluation)

Leave and flexible working arrangements, including working time

Welfare services and facilities (e.g. child care, rest rooms, car parking, canteens,
recreation)

Government regulations (e.g. EU Directives, Local Authority regulations)

Work organisation (e.g. changes to working methods, allocation of work
between employees, multi-skilling)

Health and safety

Equal opportunities

Training

Product innovations

Service innovations

Technical innovations

Other (please specify)

Please use the scale below to indicate your level of agreement or disagreement with each of the following
statements. Write a scale number in the space provided beside each statement.

Strongly Disagree 1 2 3 4 5 Strongly Agree

Our employees are highly SKIlled ...........ooooi e
Our employees are widely considered the best in our iNdUStry. ....... coooiiiiiiiiieieee e
Our employees are creative and Bright............coviiei i
Our employees are experts in their particular jobs and functions .............cc.ccoiviii i,
Our employees develop new ideas and KNOWIEAQE .......ovvviieiiie it e e e
Our employees are skilled at collaborating with each other to diagnose and solve problems......_
Our employees share information and learn from one another ...,
Our employees interact and exchange ideas with people from different areas of the company...
Our employees partner with customers, suppliers, alliance partners, etc., to develop solutions ..

Our employees apply knowledge from one area of the company to problems



and opportunities that arise in aNOthEr. ... e e

Please use the scale below to indicate your level of agreement or disagreement with each of the following
statements. Write a scale number in the space provided beside each statement.
Strongly Disagree 1 2 3 4 5 Strongly Agree
The HR department or function has helped to enhance the firm’s competitive position ...................
The HR department or function provides value-added contributions to the firm’s bottom line ...........
The HR department or function contributes to building or maintaining the firm’s core competence..._
The HR department or function contributes to building the firm’s human capital

(employees, managers) as a source of competitive advantage ...........ccoovviiviiiiiiii e vene e,

II. RESPONDENT BACKGROUND

Please indicate the number of years of work experience you have in each of the following areas:

Sales ..o, _yrs Information Systems................ _yrs
Marketing.......... _yrs Human Resources.................. _yrs
R&D. ..., _yrs Engineering.............cocooeeieenn. _yrs
Operations/Production...  yrs [ _yrs
Accounting................. _yrs General Management.............. _yrs
Finance..................... _yrs Other (specify) yrs

What is your organisational position or title? ............cccccceeeeenn.

How many years have you been in the above position? ............. ___ _years

How many years have you been with this organisation? ......... __ years

How many total years of post secondary/high school education have you attained if any? ... years
Have you earned a post secondary/high school degree? ...Yes . No_

If yes, what is the highest degree you have obtained (e.g., associates, BA, MS, etc)?

Academic area of above degree (e.g., business, engineering, liberal arts, etc.)?

THANK YOU FOR YOUR HELP!
When completedplease return in the envelope providear send to:

PROFESSORPATRICK FLOOD, KEMMY BUSINESSSCHOOL
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Please provide responses that best describe HR prac  tices in your operations in Ireland during 2005-06.

I. HUMAN RESOURCE PRACTICES

Please answer the following questions with respect to two broad groups of employees during 2005-06:

Group A = Production, maintenance, service and clerical employees.

Group B = Executives, managers, supervisors and professional/technical employees.

Group A Group B

Staffing: What proportion of your employees .....

Are interviewed during the hiring process using structured, standardized interviews
(e.g., behavioural or situational interviews), as opposed to unstructured interviews

Are administered one or more employment tests (e.g., skills tests, aptitude
tests, mental/cognitive ability tests) prior to hiring? ..........ccccooiiiiiiiiiee

Are hired for entry level jobs based on employment test(s) which have been
analysed in terms of the test's ability to predict job success (i.e., the tests

have been validated) ..........coooiiiiiiic e

Are hired on the basis of intensive/extensive recruiting efforts resulting in many
(o TN e 1T =T o) o] Lo T | =PSRRI

Hold jobs which have been subjected to a formal job analysis to identify position
requirements (such as required knowledge, skills or abilities)? ..........cccccceeeeieiiinni.

Hold non-entry level jobs as a result of internal promotions (as opposed to hired
from outside of the organiSation)? .............ceieeieiiiiiiiiir e

Hold non-entry level jobs due to promotions based upon merit or performance,
= ESR o] o] oo Y= 1o IR (o JET=T 0 1o ) 1272

Have job security: Employment with the firm is almost guaranteed...............cccccceeeeeeen.

% %
% %
% %
% %
% %
% %
% %
% %




Please provide responses that best describe HR practices in your operations in Ireland during 2005-06.

Group A = Production, maintenance, service, clerical employees.

Group B = Executives, managers, supervisors, professional/technical employees.

Group A Group B

Performance Management & Remuneration: ~ What proportion of your employees

Receive formal performance appraisals and feedback on a routine basis? .................. % %
Receive formal performance feedback from more than one source (i.e., feedback

from several individuals such as supervisors, peers etC.)?.......ccccccceeeeeeiiieiccenvneennnn. % %
Receive compensation partially contingent on individual merit or performance?............ % %
Receive compensation partially contingent on group performance

(e.g., profit-sharing, gainsharing, team-based)?..............occeeeiiiiii i e, % %
Own shares of your organisation's stock (e.g., an employee stock ownership plan)? % %
Are paid primarily on the basis of a skill or knowledge-based pay system (versus

a job-based system)? That is, pay is primarily determined by a person's skill or

knowledge level as opposed to the particular job that they hold ................cceevee % %
In terms of total remuneration (pay and benefits), what is your organisation's position

relative to the market? Assume the market is at the 50th percentile and

indicate your position relative to this. For example, a response of "40" indicates

that you are at the 40th percentile -- 10% below the market. ..........cccccoiiiiiiiiiinins % %
What proportion of the average employee's total annual remuneration is contingent

ON PEIOMMEANCE? ...ttt e e e e e e e e e et e e e e e % %

Training & Development:  What proportion of your employees .....

Have been trained in a variety of jobs or skills (are "cross trained") and/or

routinely perform more than one job (are "cross utilized")? .......cccccceeeeiviiiciciininnnen, % %
Have received intensive/extensive training in company-specific skills (e.g., task or

firm-Specific traiNiNg). ... ..oo o e % %
Have received intensive/extensive training in generic skills (e.g., problem-solving,

communication SKillS, C.) ... % %
What is the average number of hours of training received by a typical employee

|OL=T =T o TP PP PP # #




Please provide responses that best describe HR prac  tices in your operations in Ireland during 2005-06.

Group A = Production, maintenance, service, clerical employees.

Group B = Executives, managers, supervisors, professional/technical employees.

Group A Group B

Communication & Participation: What proportion of your employees .....

Are involved in programmes designed to elicit participation and employee input

(e.g., quality circles, problem-solving or similar groups)? ..........ccovvviiieeiiiiieieennnnns % %
Are provided relevant operating performance information (e.g., quality,

Lo o 111 11 780 = o P % %
Are provided relevant financial performance information ..................cc o % %
Are provided relevant strategic information (e.g., strategic mission,

goals, tactics, competitor information, etC.) ..........cooviiiiii i % %
Are routinely administered attitude surveys to identify and correct employee

[apTe] =1 L= 0T 0] o] [=1 1 4 1SRRI % %
Have access to a formal grievance/complaint resolution procedure.............ccccccvvvveeenn. % %
Are organized in self-directed work teams in performing a major part of their

WOTK TOIES? ittt ettt e e e e e e e e e e e e e e et b be bt e e e e e e s ababaneneeeaaaeans % %

Other HR Issues:
What proportion of your workforce is unionized? ..........ccccvvie i % %
Please estimate your annual voluntary employee turnover rate (percent who

voluntarily departed your 0rganiSation).............u.uueuueeremeriuniirniieriiern o % %
Please estimate your annual involuntary employee turnover rate (percent who

involuntarily departed your organisation — i.e., were discharged)...........c.cccccvvvveeeennes % %
Please estimate the average number of days per year employees were absent............. # #
Please estimate the approximate number of full time equivalent (FTE) employees

T IRY{0 ¥ o] fo F= T TS i o] o 1P # #




Please provide responses that best describe HR prac  tices in your operations in Ireland during 2005-06.

Group A = Production, maintenance, service, clerical employees.
Group B = Executives, managers, supervisors, professional/technical employees.

Group A Group B

Diversity / Work-life balance / Equality of Opp  ortunity: What proportion of your employees

Receive equality/diversity training % %

Would receive their normal, full rate of pay going on maternity leave from this % %
workplace? (Calculate on the basis of female employees only)

Are afforded any of the following working time arrangements?

Working at or from home in normal working hours................coco i, % %
Ability to reduce working hours (e.g. switching from full-time to part-time

<7001 9]0 =T 01 ) % %
Ability to increase working hours (e.g. switching from part-time to full-time

EMPIOYMENT) ..ot e e e e % %
Job sharing schemes (sharing a full-time job with another employee)............ % %
Flexi-time (where an employee has no set start or finish time but an

agreement to work a set number of hours per week or per % %

month)............ccoe v,
Ability to change shift patterns...........oooi i % %
Working compressed hours (e.g. a 9 day fortnight / 4%2day ...................... % %
NIght WOrKiNg......oe i e e, % %

Are entitled to any of the following?

Working only during school term-time............ccooeiiiiiiiin i, % %
Workplace nursery or nursery linked with workplace.......................oooeee. % %
Financial help with child-care (e.g. loans, repayable contributions to fees for

childcare outside of the workplace, subsidised places not located at the

establishment)........ooi i % %
A specific period of leave for carers of older adults (in addition to time off for
L= L= o= T 1= ) % %

Belong to the following categories

Ml o e % %
A e e % %

50+
White L | 11 o % %
e Western European (excl. Irish).........cccoiiiiiiiiiiii i, % %




e Eastern EUropean.........ccoviuiii it e e e e % %

e Other white background...............ccoovi i % %
BlaCK % %
A S AN o e % %
Has a long-term disability that affects the amount or type of work they can % %

Please use the scale below to indicate your level of agreement or disagreement with each of the following
statements. Write a scale number in the space provided beside each statement.

Strongly Disagree 1 2 3 4 5 Strongly Agree

Our employees can expect to stay with the organization as long as they wish..................
Our company is committed to a goal of long-term employment security..........................

If this organization were facing economic problems, employee downsizing
would be the 1ast OptioN USEd ..........oiiiii e e e e e

During the last two years, has your firm engaged in employee downsizing (redundancies)? Yes No
If yes, what percentage of your workforce was made redundant during this time? %

Please provide responses that best describe HR prac  tices in your operations in Ireland during 2005-06.

Diversity / Work-life balance / Equality of Opp  ortunity

Does this workplace have a formal written policy on equal opportunities or managing diversity? Yes_ No____
Has a senior manager been designated to champion equality and diversity in your organization?Yes___ No____
To what extent is it integrated into overall corporate strategy? (Please circle as appropriate)

Notatall 1 2 3 4 5 To avery great extent

If yes, on which of the following grounds does the policy explicitly mention equality of treatment or
discrimination? (Please circle all that are appropriate)

Sex/Gender Race/Ethnicity Religion or Membership of the travelling Sexual orientation
belief community
Disability Age Marital status Family status Nationality

Other (please specify



How is the policy made known to employees? (Please circle all that are appropriate)

Part of induction programme In contract of employment  In staff handbook  Other way

Told by supervisor/line- In letter of appointment Notice-board (please specify)

manager/foreman

Have you tried to measure the effects of your equal opportunities policies on the workplace or on the employees
at this establishment? Yes No

Do you monitor recruitment and selection by any of the following characteristics? If yes, which ones? (Please
circle all that are appropriate)

Gender Ethnic background Disability Age Other, please
specify

Do you monitor promaotions by any of these characteristics? If yes, which ones? (Please circle all that are
appropriate)
Gender Ethnic background Disability Age Other, please
specify

Do you monitor relative pay rates by any of these characteristics? If yes, which ones? (Please circle all that are
appropriate)
Gender Ethnic background Disability Age Other, please
specify

Have you made a formal assessment of the extent to which this workplace is accessible to employees or job
applicants with disabilities? Yes No

Have you made any adjustments at this workplace to accommodate disabled employees?
Yes No

If an employee needed to take time off at short notice to deal with an emergency involving a child or family
member, how would they usually take this time off? (Please circle as appropriate)

Take time off but make it up later  As leave without pay  As sick leave Other (please specify)

As annual leave As special paid leave Is not allowed Has never been requested

Partnership: To what extent do you agree with the following statements?

Strongly disagree 1 2 3 4 5 Strongly agree

There is a high level of trust between management and employees
Employees are well informed on the views and concerns of company management

Company management are well informed on the views and concerns of employees



Partnership: In this organisation...

Workplace partnership is... (Please circle appropriate number)

1 2 3 4 5 6
Non- Largely confinedto  Largely confined Evident in at Evident across  Now the norm
existent a few key within formal least certain most of it for working
individuals partnership parts
structures

Partnership: Are there formal arrangements in place for...

Workplace partnership? (Please tick one)
ONo

ONo, but under active consideration

OYes How many years has this arrangement been in place?

Informing and consulting employees? (Please tick one)
ONo

ONo, but under active consideration
OYes, but may require adjustment to comply with forthcoming legislation

OYes, and already largely compliant with requirements of forthcoming legislation

Partnership: To what extent are each of the following issues the subject of discussion
between management and employees (and/or their representatives)?

(Please insert appropriate number in space provided)

No discussion 1 2 3 4 5 Very substantial discussion

Production issues (e.g. level of production or sales, quality of product or service)

Employment issues (e.g. avoiding redundancies, reducing labour turnover)

Financial issues (e. g. financial performance, budgets or budgetary cuts)

Future plans (e.g. changes in goods produced or services offered, company
expansion or contraction)

Pay issues (e.g. wage or salary reviews, bonuses, regarding, job evaluation)

Leave and flexible working arrangements, including working time

Welfare services and facilities (e.g. child care, rest rooms, car parking, canteens,
recreation)

Government regulations (e.g. EU Directives, Local Authority regulations)

Work organisation (e.g. changes to working methods, allocation of work
between employees, multi-skilling)

Health and safety

Equal opportunities



Training

Product innovations
Service innovations
Technical innovations

Other (please specify)

Il. ORGANISATIONAL CHARACTERISTICS

What proportion of your organisation’s total sales (turnover) comes from products
or services introduced within the previous 12 months? ..........cccooiiii i, %

How long has your local organisation been in operation? .................. years.

In what country is your corporate headquarter located?

Which of the following categories best describes your primary industry sector? (Please tick one)

____Agriculture/forestry/fishing ____Building & civil engineering _____ Health services
____Energy & Water ____ Retail & distribution; hotels _____ Other services (e.g, R&D,
____ Chemical Products ______Transport & Communication television, radio, etc.)
____ Metal Mfg. (mechanical, electrical & (e.g., rail, postal, telecoms) _____ Other:

instrument engineering; data _____Banking; finance, insurance;

processing machinery) business services (e.g.,
____Other Mfg (e.g., food, drink, tobacco; consultancies, PR, legal, etc.)

textiles, clothing; paper, publishing; _____Personal, domestic, recreational

rubber, plastics) services

Approximately what proportion of your total sales (turnover) is from the above industry? %

Which category best approximates the percentage of total annual sales/turnover  spent on research &
development (R&D) in your organisation? (Please circle one category).

(@) < 1% (d) 3% (g) 6% () 9% (m) 12% () 15%
(b) 1% (e) 4% (h) 7% (K) 10% (n) 13% (q) 16%
() 2% (f) 5% (i) 8% () 11% (0) 14% () > 16%

Which category best approximates the percentage of your total annual operating expenses accounted for by
labour costs in your organisation? (Please circle one category).

(@) < 5% (d) 15% (g) 30% () 45% (m) 60% (P) 75%

10



(b) 5% (e) 20% (h) 35% (k) 50% (n) 65% (q) 80%
(c) 10% () 25% (i) 40% () 55% (0) 70% (r) > 80%
How do your labour costs compare with your direct competitors?

Our costs are 1 2 3 4 5 Our costs are

much lower much higher

As measures of size:

a. Please estimate the total number of employees in your local organisation:

Today ...covvvveeereveevinriveniinns

b. Please estimate your local organisation's annual sales revenue (turnover):
Three years ago ............... million Euro
010 I- |V million Euro

IIl. RESPONDENT BACKGROUND

Please indicate the number of years of work experience you have in each of the following areas:

Sales ....oooviiviiiennn, __yrs Information Systems................
Marketing.................. __yrs Human Resources..................
R&D....coviiiiiinns __yrs Engineering..........c..coovvvinnnn. _
Operations/Production..._ yrs 0
Accounting................. _yrs General Management.............. _yrs
Finance..................... __yrs Other (specify)

What is your organisational position or title? ..........ccccceeevvvinnnnns

How many years have you been in the above position? ............. _____years
How many years have you been with this organisation? ......... ____years

How many total years of post secondary/high school education have you attained if any? ....
Have you earned a post secondary/high school degree? ...Yes . No__

If yes, what is the highest degree you have obtained (e.g., associates, BA, MS, etc)?

Academic area of highest degree (e.g., business, engineering, liberal arts, etc.)?

years

THANK YOU FOR YOUR HELP!
When completedhlease return in the envelope providear send to:

PROFESSORPATRICK FLOOD, KEMMY BUSINESSSCHOOL
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APPENDIX F: INVITATION LETTER EMPLOYEE SURVEY

Kemmy Business School

University of Limerick

Foundation Building,

Limerick

Date <<<<<<>>>>>>>
Dear <<<<<<>>>>>

Company Name

Re: Diversity Research Project: Employee Reaction® HPWS and Diversity in Ireland

We would like to let you know that your company ha&en identified as one among the top ten
performing companies in Ireland with regard to tisage of High Performance Work Systems
(HPWS) and Diversity Management Practices (DMP9d)is Tidentification follows your
participation in our HPWS Survey which we conductedlune 2006. With this letter we
congratulate you for your effective use of HPWS &invkersity Management Practices in your
company. We will soon send you a report that camteof this research. This report will
include a set of company specific benchmarks far ymmpany in relation to other companies

in Ireland.

Our next research is on employee reactions to shgeiof HPWS and DMPs in Irish firms.
Specifically, the study involves an assessmentngfleyee attitudes to HPWS and diversity
and their impact on various firm and employee ontes. We will examine the extent to which
HPWS and diversity influences employees’ innovativerk behaviour, labour productivity,

and turnover. Other factors to be examined inclugfaployee job satisfaction and

organizational commitment.

In case you are interested in participating inroext piece of research, the following procedure
is going to happen. We will administer questionegito your employees, which should not
take more than 25 minutes to fill. Ideally we woplaly a visit to your company and brief your



employees about the nature of the research andtheyvare supposed to participate in the

survey (a group of employees in a room will be ddde).

In order to maintain efficiency, about 100 emplay/eeeross your organizations should be
selected at random. They are however, to come fiwm groups of employees that are
representative in terms of the nature of the jopoiar workplace. Thus employees from Group
A would include workers who are in production, mairance, service, and clerical areas.
Employees from @&up B would include executives, managers, supervisarfegsional and

technical employees. These employees are geneuatiject to the operation of the strategic
HR practices, i.e. areas of communication and gpétiion, training and development, staffing
and recruitment, performance management and remimer and equality and diversity

management.

This survey is important to your company since il wroduce a set of company specific
benchmarks for your company. Again, you will aleceaive a report of the study, which will
help you set your economic strategies in relatioother companies.

We look forward to hearing from you,

Kindest Regards,

Thadeus Mkamwa

CC. Prof. Patrick. Flood
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L)

University of Kansas
School of Business

UNIVERSITY of LIMERICK

OLLSCOILLUIMNIGH

2006 SURVEY OF

EMPLOYEE PERCEPTIONS OF HRM PRACTICES
IN IRELAND

A research study sponsored by

National Centre for
Partnership 22 Performance

Prof. Patrick Flood Prof. James P. Guthrie Prof. Claire Armstrong
Kemmy Business School School of Business Kemmy Business School
University of Limerick University of Kansas University of Limerick
Limerick, Ireland Lawrence, KS USA Limerick, Ireland
061-202929 001 785 8647546 061-202679
Patrick.Flood@ul.ie jguthrie@ku.edu Claire.Armstrong.@ul.ie



1. How satisfied are you with the following aspects of your
job? Please, fill in an answer that is most appropriate to you

according to the scale shown below.
1. Very Satisfied
2. Satisfied
3. Neutral
4, Dissatisfied
5. Very Dissatisfied
1. The physical work conditions

2. Your job security

3. The level of healthy and safety

4. The overall hours of work

5. Your rate of pay

6. Pension provisions

7. Payment according to your performance

8. Relationship with fellow workers

9. Relationship with your immediate boss

10. Communication between organisation and
employees

11. The recognition you get for good work

12. The number of times you receive
performance feedback

13. The way appraisal is related to payment

14. The amount of training you receive

15. The intensity of the training you receive

16. The ability to perform more than one job

ot oo ghootoodoo

17. Industrial relations between management and workers |:|

18. Your involvement in programmes that discuss former |:|

grievance or complaint procedures
19. Your opportunity to use your abilities
20. The amount of variety in your job
21. The attention paid to suggestions you make
22. Your chance of promotion
23. Your team leader
24. Training for teamworking
25. The way team members work together
26. The selection process for team members
27. The selection process for team leaders

28. Distribution of work load among team members

0 bdobyoh

2. To what extent do you agree with the following statements?
Please read the scale carefully and then circle the most

appropriate answer on the 1-5 scale.
1. Strongly Disagree
2. Disagree
3. Not Sure
4, Agree
5. Strongly Agree

1. 1 am able to work from home in normal working hours

2.1 am able to reduce my working hours

3. 1 am able to increase my working hours, e.g. switching

from part time to full time

4. | am able to work by compressed hours, e.g. a 9 day

fortnight/ 4 %2 day week

5. I am satisfied with the diversity training offered by this

company

6. | am satisfied with the equality of opportunity training

offered by this company

7. There is no gender or sex discrimination in this workplace

[ ]
[ ]
[ ]
[ ]
[ ]
[ ]
[ ]

3. How often do you perform these innovative work behaviours

at your workplace?

1. Never

2. Rarely

3. Sometimes

4. Often

5. Always
1. Creating new ideas for difficult issues?
2. Generating original solutions for problems?
3. Mobilizing support for innovative ideas?
4. Transforming innovative ideas into useful
applications?
5. Evaluating the utility of innovative ideas?
6. Introducing innovative ideas into the work
environment in a systematic way?
7. Making important organisational members
enthusiastic for innovative ideas?
8. Searching out new working methods,
techniques or instruments?

9. Acquiring approval for innovative ideas?

OO0 0O0dodd



4. To what extent do you agree with the following statements?
Please circle the most appropriate answer on the 1-5 scale.

1. Strongly Disagree
2. Disagree
3. Not Sure
4, Agree
5. Strongly Agree
1. The demands of my work interfere with my family life |:|
2. The amount of time my job takes up makes it
difficult to fulfil family responsibilities
3. Things | want to do at home do not get done
because of the demands my job puts on me

4. My job produces strain that makes it difficult to
make changes to my plans for family activities

5. Due to work-related duties, | have to make
changes to my plans for family activities

6. My job is extremely stressful

7. Very few stressful things happen to me at work

g g o

8. | feel a great deal of stress because of my job

5. How fair or unfair are the following procedures
at your work? Please use the scale below.

1. Very Unfair
2. Unfair

3. Not Sure
4. Fair

5. Very Fair

1. How fair or unfair are the procedures used to
communicate performance feedback?

2. How fair or unfair are the procedures used to
determine pay raises?

3. How fair or unfair are the procedures used
to evaluate performance?
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4. How fair or unfair are the procedures used to

determine promotion?

6. To what extent do you work under the following

conditions? Please indicate using the scale provided below.

1. Never
2. Rarely
3. Sometimes
4, Often
5. Always
1. Do you have to work fast?
2. Do you have too much work to do?
3. Do you have to work extra hard to finish a task?
4. Do you work under time pressure?
5. Can you do your work in comfort?
6. Do you have to deal with a backlog at work?
7. Do you have problems with the pace of work?

8. Do you have problems with the workload?

7. To what extent do you agree with the following
statements? Please circle the most appropriate
answer on the 1-5 scale.

1. Strongly Disagree

2. Disagree

3. Not Sure

4, Agree

5. Strongly Agree

1. 1 am quite proud to be able to tell people who it is
that | work for

2. What this organisation stands for is important to me
3. | feel a strong sense of belonging to this organisation
4. | feel like ‘part of the family’ at this organisation

5. This organisation appreciates my accomplishment
on the job

6. This organisation does all that it can to recognise
employees for good performance

7. It would be very hard for me to leave my
organisation right now, even if | wanted to

8. Right now staying with my organisation is a
matter of necessity as much as desire

9. | feel that | have too few options to consider
leaving this organisation
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8. To what extent do you agree with the following
statements? Please circle the most appropriate
answer on the 1-5 scale.

1. Strongly Disagree
2. Disagree

3. Not Sure

4. Agree

5. Strongly Agree

1. People who belong to a group should realise that
they are not always going to get what they want

2. | prefer to work with others than work alone

3. Only those who depend on themselves get
ahead in life

4. A group is more productive when its members
follow their own interests and concerns

5. Winning is everything

6. People in a group should be willing to make a
sacrifice for the sake of the group’s well being

7. Working with a group is better than working alone

8. What happens to me is my own doing

9. A group is more efficient when members do what they
think is best rather than what the group wants them to do

10. It annoys me when others perform better than | do

11. People should be made aware that if they are going
to be part of the group, they are sometimes going
to do things that they don’t want to do

12. Given a choice, | would rather work alone than with
a group

13. In the long run, the only person you can count on
is yourself

14. A group is more productive when its members do
what they want to do rather than what the group wants
them to do

15. Doing your best isn’'t enough; it is important to win
16. People who belong to a group should realise that

they sometimes are going to have to make sacrifices
for the sake of the group as a whole
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17. If you want to get something done right,
you've got to do it yourself

18. | feel that winning is important in both work
and games games

19. Success is the most important thing in life

9. How long do you intend to stay with your
current employer?

1. Less than 1 year
3. Two to 3 years
5. Four to 5 years

2. One to 2 year
4. Three to 4 years
6. Over 5 years

10. To what extent do you agree with the following
statements? Please circle the most appropriate
answer on the 1-5 scale.

1. Strongly Disagree

2. Disagree

3. Not Sure

4. Agree

5. Strongly Agree

1. I help others who have been absent

2. | help others who have heavy work loads

[]
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[ ]

3. | assist supervisor with his/her work (when not asked) |:|

4. | take time to listen to co-workers’ problems and worries |:|

5. 1 go out of way to help new employees
6. | take personal interest in other employees
7. | pass along information to co-workers

8. My attendance at work is above the norm

[ ]
[]

[ ]
[ ]

9. 1 give advance notice when | am unable to come to work |:|

11. | take undeserved work breaks

12. | spend a great deal of time with personal phone
conversations

13. | complain about insignificant things at work

14. | conserve and protect organisational property

(]

[ ]
[ ]
(]

15. | adhere to informal rules that are devised to maintain |:|

order



RESPONDENT BACKGROUND

Please, indicate your gender

Male [ ] Female |:|

What is the highest level of education that you have attained?

Primary Level |:| Third Level
Inter/Junior Certificate |:| Technical/Diploma Level
Leaving Certificate |:| Degree Level
Masters/PhD

Please, indicate your age category:

Under 20 L] 41-50

21-30 [ ] 51-60
31-40 [ ] 60+

Would you describe the occupation you trained for as:

General Skilled [ ] Administrative
Skilled Craft ] Professional
Technician [ Supervisory Administrative

Please indicate as appropriate: | belong to the following category:
White (Non-Irish) Irish
Western European (excl. Irish) Eastern European
Other White background

Black/African Origin

HEREiERE

Asian
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THANK YOU FOR YOUR HELP!
When completed, please return in the envelope provided or send to:
Professor Patrick Flood,
Kemmy Business School University of Limerick
Limerick, Ireland




APPENDIX H: HR MANAGER INTERVIEW ITEMS

Dublin City University Business School

DCU

INTERVIEW ITEMS FOR HR/GM IN A HPWS SURVEY EXTENSIQ
November 2008

Name of interviewee:

Name of the interviewer: Thadeus Mkamwa

Date and Time:

Name and Location of the Company:

Position:

Show Status: Recorded/Not Recorded

Introduction: the aim of this interview is to ungand the extent HR practices are

perceived by the management in the company.

A. Communication:

1. What is the overall mission of the company? How é®@mmunicated to
employees?

2. Do your employees patrticipate in company’s decisiaking? In what areas
would employees get involved in decision making?

3. Does the company communicate all the importantimétion to employees? Can
you give examples?

4. Is the senior management well informed about whkapfe at the lower level do or

think? How does the management get informed?



B. Training and Employee Development

1.

3.

What practices does your company have/use withrdggaemployee
training?

To what extent do you think the practices in tnagnhelp the company and
employees enhance performance?

What type of training does the company put moretesis on? Generic

or company specific skills?

C. Job Satisfaction

1.

Generally, what do you think of the level of joltisfaction among your
employees?

Are there any indicators of job dissatisfaction aggour employees at all
levels?

What practices do you employ to enhance or increagg#oyees’ job

satisfaction?

D. Grievances and Complaints

1.

3.

E. Tenure
1.

What type of compliments does the senior managenmmntally get from
lower level employees?

What sort of grievances or complaints would the agament get from
lower level employees?

To what extent do such concerns if they existlalarhage the company
image, goals and mission of the company? Or enhhiecenage of the
company?

What proportionate of your employees may be williongtay over a long
period of time (say over five years) with you, thairrent employer?
What is the rate of employee turnover (employees vdtuntarily leave
the organisation) say over the last two years?

What are the main reasons for employees leaving gmmpany?
(turnover)



F. Employee Citizenship

1.
2.

Do your employees have a sense of helping one anothheir duties?
To what extent is the company satisfied with empésyconcern of
conserving the company’s property/properties?

Do your employees offer help to senior managemestipervisors even
when they are not asked to do so?

In general, are you satisfied with the way emplsyserk together in
teams, groups, or the way they are ready to supipernanagement in

running the organisation?

G. Innovation and Creativity

1.

To what extent are you satisfied with the way erppés generate new
ideas for difficult issues?

To what extent are your employees enthusiastiet@ting original
solutions for problems?

To what extent are you satisfied with the way emppés transform
innovative ideas into useful applications?

To what extent is your organisation creative oowative in providing

services and or products?

H. Diversity and Equality

1.

Do you have diversity and equality of opportunitggiices and policies in
your company?

What does a good diversity and equality managetoehtlike in your
company?

What are the main challenges that face your compathe

implementation of diversity and equality managenpeattices?



