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ABSTRACT

The aim of this study is to examine the role of high performance work system (HPWS) in increasing performance of the employees. It further explores
the mediating role played by organizational citizenship behavior (OCB) and organizational commitment in HPWS and performance relationship.
A purposive sample of 330 respondents from telecom sector of Pakistan is selected for the study. The results reveal the fact that HPWS has a strong
positive impact on performance. The hypothesized mediating roles of organizational commitment and organizational OCB are also partially supported.

Implications and future research are also discussed.
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1. INTRODUCTION

Academic researchers are now paying extra attention on different
human resource practices that can enhance performance of the
business organization in the long run. Business organizations are
also giving an extra emphasis on human resource practices in order
to increase profitability and productivity. High performance work
system (HPWS) has emerged as an interesting topic not only for
practitioners but also for academician. Though, research scholars
have examined how individual human resource practices affect
the performance and efficiency of any organization yet little focus
is being given on bundling these practices.

Though, past literature has confirmed the existence of a strong
association between human resource activities and performance
(Boxall and Macky, 2007; Yasir et al., 2013) yet there are still a
lot of things those needs to be focused upon (Purcell et al., 2009).
The current body of knowledge still shows some doubts in this
relationship probably because main factors that contribute to this
relationship are still not discovered (Danford et al., 2008). More
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than two decades are being dedicated to the research on human
resource bundles but still academicians and research scholars
have failed to answer several very basic questions about the
interrelationship among HPWS and performance (Guest, 2011).

Careful analysis of existing academic literature on HPWS points
out two different schools of thoughts. First being a strong supporter
of the HPWS and its effect on performance, suggesting adoption
of different human resource practices as they enhance performance
(Boxall and Macky, 2009). The other one still claims the existence
of a need for further research as there are still a lot of confusions
and misconceptions (Dany et al., 2008). This confusion leads to
an urge to explore this relationship in detail.

The relationship between HPWS and performance does not exist in
isolation. Future studies are needed for confirming or denying this
relationship by adding moderators or mediators in the relationship
(Purcell et al., 2009), This opens a new debate for the researchers
as whether to accept the association between bundle of HR
activities and performance or to explore this relationship deeply
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(Boxall and Purcell, 2011). The current study has tried to fill the
gap by introducing two variables; organizational commitment
and organizational citizenship behavior (OCB) that explain the
association between HPWS and performance in a better way.

A large number of researchers have studied high performance
work practices and its impact on organizational output in
European context ignoring the Asian context. There is a need of
exploring this relationship in developing countries (Mihail et al.,
2013). This study is an attempt to fill this gap by conducting a
study on HPWS and performance in a developing country like
Pakistan.

2. REVIEW OF LITERATURE

2.1. HPWS

HPWS generally constitutes as a bundle of different human
resource practices, which are being adopted by the organization
for carrying out its operations smoothly (Takeuchi et al., 2009;
Searle et al., 2011a). The bundle thus creates synergy leading
to different organizational outcomes (Purcell and Kinnie 2007;
Wright and Nishii 2007). Performance is a key variable of interest
for the researchers, academicians and managers as it is the ultimate
outcome of all the efforts done by the organizations. It is useless
to adopt a high performance system if it fails to increase employee
performance (Kaufman, 2010). Existing literature is evident of the
relationship between HPWS and performance outcomes (Jiang et
al., 2012; Gardner et al., 2011; Kaufman, 2010). Critical analysis
of past literature identifies resource-based theory as a support of
exploring and understanding the unique interdependence among
HPWS and performance (Barney, 2001; Boselie et al., 2005).

Different frameworks, approaches, measures and theories are
developed in the past couple of years just to get more information
about the HPWS-performance relationship and its impact on long
term survival of the organization (Combs et al., 2006). Each of the
studies investigated the impact of high performance management
system on different variables like organizational productivity,
employee turnover, employee performance, organizational OCB,
organizational commitment etc. (Birdi et al., 2008). In the light of
above literature following hypothesis is suggested:

H1: HPWS has a positive impact on performance.

2.2. Organizational Commitment

Organizational commitment is a complex term as it focuses on
certain behavior and attitude of employees; this is why there are
several different definitions for this variable (Coyle-Shapiro et al.,
2006). Though, there are various determinants of organizational
commitment such as managerial support, ethical leadership,
organizational justice etc. (Meyer et al., 2002). However, it is
strongly believed that bundle of HR practices if followed in an
organization may lead to higher levels of commitment among
its employees (Edgar and Geare, 2005). According to Allen
et al. (2003) there exists a positive association between high
performance work practices and various individual level variables
such as job satisfaction and commitment.
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The existing literature clearly indicates that organizations
adopting group of human resource activities have more committed
employees (Meyer and Smith, 2000). This means that there exists
a strong correlation between skill enhancing work system and
organizational commitment. Higher level of commitment among
employee is quite beneficial for the organization as committed
employees respect the goals and values of the organization and
uses all their resources for achieving these goals (Meyer et al.,
1993). Therefore, we anticipate following hypothesis:

H2: HPWS has a positive influence on organizational commitment.

Organizational commitment in simple words is a positive gesture
shown by employees, it increases the bonding among employees
and organization and it also creates an urge in the employees to
work harder and more efficiently (Meyer et al., 2012). It creates a
sense of closeness among employees as a result of which they start
to feel positively about their organization. This also sometimes
leads to the feeling of being proud to be a part of their organization
(Meyer and Allen, 1984). Here, the question raises that why and
when employees have this beautiful feeling. According to a study,
employees feel committed towards organization only when their
organization reaches up to or beyond their needs and expectations
(Bagraim, 2003). It is believed that organizational commitment
increase employee performance up to a great extent as committed
employees consider organizational goals as their personal goals
and work hard to achieve these goals (Guy and Michel, 2007).
Following preposition is suggested:

H4: Organizational commitment is positively related to
performance.

HPWS leads to different employee outcomes including organizational
commitment that further leads to organizational level outcomes
including an increase in organizational productivity (Combs et al.,
2006). In fact, it is strongly assumed that skills enhancing work
systems create positive feeling among employees about their
organization, which leads to higher organizational commitment,
and as a result they start to perform more efficiently and effectively
which results in an increase in performance (Simard et al., 2005).

The existing literature reveals the importance of bundle of different
human resource activities in enhancing the level of commitment and
loyalty towards the organization (Gould-Williams, 2003). When
an organization adopt bundle of human resource practices than its
employees feel obligated to utilize all their intellectual resources
efficiently in order to help the organization achieve its strategic goals
and objectives (Meyer and Smith, 2000). In other words, presence
of HPWS leads to an increase in the morale and commitment of
employees leading to an increase in their performance (Guy and
Michel, 2007; Simard et al., 2005). Therefore it is hypothesized that:

H6: Organizational commitment mediates the relationship between
HPWS and performance.

2.3. Organizational OCB
Organizational OCB refers to certain behaviors shown by the
employees that are highly beneficial not only for fellow employees
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but also for the organization (Peloza and Hassay, 2006). These
behaviors may include helping the coworker in performing his job
duties, motivating other employees etc. HPWS is said to have a
direct impact on organizational outcomes including productivity,
turnover, efficiency, customer satisfaction, organizational OCB
and financial outcomes (Becker and Gerhart, 1996). These
practices not only increase employee’s motivation but also enhance
organizational OCB among them (Becker and Huselid, 1998).
Following hypothesis is suggested that:

H3: If there is HPWS then there will be higher OCB.

Organizational OCB is given great important as it enhances
performance and is highly beneficial for every organization
(Bolino and Turnley, 2003; Koys, 2001). If the employees are
provided with efficient HR practices then they start to feel
committed and they also develop organizational OCB that leads
to an increase in their performance (Nishii et al. 2008).

Researches established that OCB s are the voluntary behaviors
exhibited by the employees that are important for various
organizational outcomes (Podsakoff et al., 1997). A positive
relationship between OCB and performance is exhibited by past
researches (Nishii et al., 2008; Whitman et al., 2010). The analysis
of existing literature on HPWS and organizational OCB s leads
to the development of following hypothesis to be tested in this
study. Therefore, we suggested following hypothesis is anticipated:

HS5: Organizational OCB has a positive relationship with
performance.

Research conducted by Messersmith et al., (2011) anticipated that
HPWS influence performance through their ability to enhance
OCB. After an in-depth analysis of existing literature on HPWS
and performance, this study suggest that there exists a positive
impact of HPWS and Organizational OCB and OCB further leads
to performance (Sun et al. 2007). Therefore, following hypothesis
is suggested:

H7: The relationship between HPWS and performance is mediated
by organizational OCB.

3. METHODS

3.1. Sample

A purposive sample of 330 respondents from telecom sector of
Pakistan was selected for the study. The sample consisted of 74%
male and 26% females. Majority of the respondents were from
the age group of 31-40.

3.2. Measures

A 27 items scale developed by Sun et al. (2007); 18 items scale
developed by Allen, (2003); 30 items scale developed by Kumar et
al., (2009) and 5 items scale developed by Williams and Anderson
(1991) were used to measure HPWS, Organizational commitment,
OCB and employee performance respectively. All these variables
are measured with 5 points likert-type scale ranges from 1 (strongly
disagree) to 5 (strongly agree).

4. RESULTS
The results of the study are as follows in Table 1

The Table 1 shows that scales are highly reliable to be used
with alpha values ranging from 0.74 to 0.85. The correlation
matrix reveals that Performance and HPWS (r=0.81, p<0.01);
Performance and organizational commitment (r=0.84, p<0.01);
performance and organizational OCB (r=0.83, p<0.01); HPWS and
organizational OCB (r=0.88, p<0.01); organizational commitment
and organizational OCB (r=0.84, p<0.01) are positively and
significantly correlated.

4.1. Testing Mediation Effect
The hypothesized mediation effect was tested using assumptions
of Baron and Kenny (1986).

Table 2 reveals the mediation analysis of Organizational
Commitment as a mediator. The results show that after the
inclusion of Organizational Commitment the beta weight of HPWS
substantially reduced (0.81-0.41) but remain significant. This is a
case of partial mediation (Baron and Kenny, 1986). The value of
R? change= 0.134 explain variance of 13.4% by additional effect
in performance due to organizational commitment.

Table 3 reveals the mediation analysis of Organizational OCB
as a mediator. The results show that after the inclusion of
Organizational OCB the beta weight of HPWS substantially
reduced (0.81-0.29) but remain significant. This is a case of
partial mediation (Baron and Kenny, 1986). The value of R?
change = 0.069 explains variance of 6.9% by additional effect in
performance due to Organizational OCB.

5. DISCUSSION

The study was aimed at examining the effect of HPWS on the
employee performance. It further explores the presence of two very
important variables Organizational commitment and organizational
citizen ship behavior as mediators in this relationship.

Hypothesis one anticipated a positive impact of high performance
system on employee performance. The supposition held true as
the results revealed a positive impact. The results were inline
with the Past literature as HPWS was found to have a strong and
positive impact on performance (Boxall and Macky, 2007; Gardner
et al., 2011; Jiang et al. 2012; Kaufman, 2010; Paauwe, 2009).
The bundle of human resource practices encourage employees to
increase their performance as they feel satisfied that all their HR
related issues are being addressed. Successful managers invest in
their HR systems to boost organizational performance.

Second hypothesis predicted a positive effect of HPWS on
organizational commitment. This assumption was also supported
by the results and was also inline with the past literature. Existing
literature exhibits that if employees are working in HPWS than
automatically their commitment level towards the goal will be
increased (Allen et al., 2003; Gould-Williams, 2003; Rayton,
2006; Simard et al. 2005).
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Table 1: Descriptive statistics, alpha reliabilities and correlation matrix of all variables (n=330)

S.no Variables Items Mean SD I 1T 11X v
I Performance 5 3.30 1.40 (0.74)

11 High performance work systems 27 3.34 2.63 0.81%* (0.85)

111 Organizational commitment 18 3.45 2.74 0.84%*%* 0.73%%* (0.79)

v Organizational citizenship behavior 30 3.94 2.44 0.83%* 0.88%%* 0.84** (0.78)

**p<0.01 level (values in parenthesis are that of reliabilities)

Table 2: Regression analysis for HPWS and organizational
commitment with performance (n=330)

Variable R? F B SE 1] t

Step 1
Constant 0.72  0.09 7.44*
Performance 0.65 61522 079 0.03 0.81 24.80%
work systems

Step 2
Constant 0.29 0.08 2.89%
HPWS 0.78 110.81 0.41 0.04 041 10.96*
Organizational 0.56 0.04 0.54 14.36*
commitment

*p<0.000 (R? change=0.134), HPWS: High performance work systems, SE: Standard error

Table 3: Regression analysis for HPWS and organizational
OCB with performance (n=330)

Variable R F B SE B t
Step 1
Constant 0.65 61522 0.72 0.09 7.44%
HPWS 0.79 0.03 0.81 24.80*
Step 2
Constant 0.49 0.09 5.34%
HPWS 0.72 42394 029 0.06 029 4.64*
Organizational OCB 0.58 0.07 0.58 9.03*

*p<0.000 (R? change=0.069), HPWS: High performance work systems,
OCB: Citizenship behavior, SE: Standard error

Third hypothesis of this study indicates a positive relationship
between HPWS and organizational OCB, which is also proved by
the result of this study. Employees start developing organizational
OCB as aresult of HPWS (Becker and Huselid, 1998; Nishii et al.,
2008). The bundle of HR practices develops a feeling of security
and care thus employees get involved in voluntary behaviors
towards the organization.

Forth hypothesis suggest the positive relationship between
organizational commitment and employee performance.
Results of this study and results of past studies support this
relationship. Employees feel committed towards organization
only when their organizational policies are up to their needs and
expectations. Committed employees consider organizational
goals as their personal goals and work hard to achieve these
goals (Bagraim, 2003; Guy and Michel, 2007). Thus in order
to have boost performance organizations strives to have
committed employees.

Fifth hypothesis predicted a positive relationship between OCB
and employee performance. This hypothesis was accepted in
the light of results of this study. Many past studies also proved
this relationship and reveal a positive and significant association
between OCB and performance (Nishii, Lepak and Schneider,
2008; Whitman et al. 2010).
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The hypothesized mediating roles of organizational commitment
(sixth hypothesis) and Organizational citizenship (Seventh
hypothesis) behavior between HPWS and employee performance
were partially supported. The organizations that adopt HPWS are
able to develop a motivated feeling among the employees to utilize
all their intellect efficiently for the achievement of organizational
goals (Meyer and Smith, 2000). In other words, presence of HPWS
leads to an increase in the morale and commitment of employees
leading to an increase in their performance (Guy and Michel,
2007; Simard et al, 2005). On the other hand, HPWS creates a
OCB among the employees that result in increased performance
(Messersmith et al., 2011; Sun et al., 2007).

6. LIMITATIONS AND FUTURE RESEARCH

Despite its significance the study is limited due to certain
reasons. Firstly, the variable of HPWS is uni-dimensional. Future
researches may consider the various dimensions of HPWS for
having a meaningful analysis with performance. Secondly, the
results of the study are limited due to its self-reported measures.
Future researches may benefit from dyadic analysis for a clear
picture. Thirdly, the study is limited due to its cross-sectional study
design. Future researches may examine similar relationships in a
longitudinal design. Lastly, the research only focuses on one sector
i.e., telecom sector of Pakistan. Future researches may replicate
the study in other sectors.

6.1. Implications

This study offers theoretical as well as practical implications
for business organizations in several ways. Firstly, it proves the
existence of a strong relationship between HPWS and performance
of employees, which teaches the business entrepreneurs to pay an
extra attention on different human resource activities being used
in their organizations.

This paper moves a step forward in explaining the concept of
high performance work activities particularly with reference to
Pakistani scenario. Pakistani businessmen can use the results of
this study for achieving better performance by adopting bundle of
human resource activities. This study has also tried to show a clear
picture of the effectiveness of different human resource practices
being followed in Pakistani telecom sector and their impact on
the performance.

This study suggests that instead of using human resource practices
individually, the companies should use bundle of different HR
practices in order to get better results. It also focuses on the
importance of adopting efficient recruitment, training, performance
management and other related human resource practices. This
study will surely help the human resource managers in devising




Imran, et al.: Enhancing Performance: Examining the Role Played by High Performance Work System

efficient human resource strategies for the betterment of
organization. This study has also contributed in resource-based
view and social exchange theory as the result of this study is in
consistent with both these theories.

This study is quite helpful for the top management of Pakistani
telecom sector, as it has pointed out those factors that can directly
affect the performance of employees in the long run. Employees
are the assets of any organization and this study helps the business
enterprises to get maximum benefit from this asset. In short, this
study is quite helpful for the decision makers as the result of this
study can be used to explore, identify and implement those human
resource practices that are useful not only for the organization but
also for employees.
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