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Abstract

The current volume of research in the field of High Performance Work
Systems (HPWS) is focused on identifying thetors, whichinfluence their
effectiveness. The readition that there is a need to move forwards from the
structural aspects of HPW®wards understanding their implementation has
led to two new sectors of research. The first sector is investigating the role of
actors in implementation using aspects such as cross functionality, shared
responsibility and interaction. Another sector igestigating the impact of
contextual factors on the implementation of HPWS. This research has
combined the two sectors and looks at the implementation of HPWS from the
perspectives of both the actors and the environment. This research investigates
how the interaction between actors affects the implementation of HPWS.
Also how internal and external institutional factors affect this interaction as
well as the implementation. This research is qualitatively based on an
interpretivist paradigm. Case study resbadesign was used to conduct the
research. Two Saudi Arabian banks were selected as case studies. Data was
collected using 54 senstructured interviews and 61 focus group interviews.
Data about implementation and the impact of institutional factors was
obtained through senrsitructured interviews with human resource managers,
line managers and senior managers. Data about employee outcomes was
obtained using focus group interviews with the employees. This research finds
evidence of conflict between the eémded and actual outcomes of HPWS in

the Saudi banking sector due to institutional pressures. This research
contributes and extends the growing body of research on HPWS
implementation by including the interaction of actors and accounting for
institutional pressures. The finding highlights that the combination of these
two factors are contextual institutional conductors and contribute to diversity
in the implementation of HPWS practices. The managerial benefit of this
research is that its mode&an help praditioners to improve their social
interaction conditions for better performance.
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Chaptlemntdoducti on

1.0 Introduction

The linkage between High Performance Work Systems (HPWS) and improvement in
performance is well established (Boxall and Macky, 2009; Becker and Huselid,
2006; Guest, 2011; PurceKinnie, Swart, Rayton and Hutchinsa2009 Rupidara

and McGraw, 201)1 But not all firms have managed to reap the benefits of HPWS
and one of the key factors determining its success in improving organisational
performance is its implementation (Guest, 2011).

This study examinethe impact of institutional factors on humanaese (HR) and

l i ne managerso interactions in I mplement
effectiveness. The study adopted a qualitative research desigtilesetl data from

115 interviews to examine the impact of institutional factors and_iHB manager
interaction in the implementation of HPWS in Saudi Arabian banks. This research
empirically tests the arguments made by prominent researchers such as Rupidara and
McGraw (2011) and LengnieKall, LengnickHall, Andrade, and Drake (2009) who
conted that in order to maximise the benefits of strategic human resource
management (SHRM) practices, HR managers must reconcile the conflicting
institutional pressures and logic during the implementation of SHRM bundles. In
addition, they contend that SHRMaatice is not only about configuration bundles

but about adaptation, modifications and alterations worked over by the actors

involved in the implementation of these practices.

Previous research has investigated several aspects of human resource management
(HRM) which affect employee performance. These include factors relating to the
type of HR strategies (Tregaskis, Daniels, Glover, Butler and Meyer, 2013; Guest,
2011; Wei and Lau 2010; rdlersen, Cooper, and Zhu, 200¥d the contextual

factors which inflence the shape and practice of the HR strategy (Stavrou, Brewster,
and Charalambous, 2010; Lengnidkll et al, 2009). The literature draws attention

to the investigation oihformation sharings a key factor underpinning the level of



performance acconag to the planned HR strategy and that implemented through the
relation between HR managers and line managauest and Conway, 2011

An effective and efficient HRM strategy can influence the overall performance of
organisations. This is possiblhen firms adopt a suitable HRM strategy. There are
several unique factors which determine whether a particular strategy will be
successful in a firm; one of these factors is the individuals who formulate and
implement the strategy; that is, the HR mansgend line managers of the
organisation because they are meant to be more aware of operational issues (Chen
Hsu, and Yip 2011). The focus of this research is to investigate the role of
intermediate actors (particularly human resource managers and lvagens) in the

formulation and implementation of an HPWS in Saudi Arabian banking.

HPWS isa particular type of HR system made up of new forms of argdnisation

and flexible human resources practices based on employee involvement and
empowermentFerreira, Neira and Vieira, 201p.1). It is based on the assumption

that firms which rely on human capital as a source of competitive advantage
ultimately require the productive behaviour necessary to implement their strategies.
Here human capital is refexd to asa unitlevel resource that is created from the
emergence of individual s knowl edge, s ki
(Ployhart and Moliterno, 201p.128).

The practice of HPWS varies from firm to firm but the core concept of HPWS
remains the same, that ts, increase empowerment of the employees, enhance their
skills, arranging appropriate incentives, inventing ways to keep them motivated and
eventually creating a powerful, dedicated worké that would keep on matching
with organisatioral, market and social requiremer{tserreiraet al, 2011 p2).

Evidence from previous literature indicates that there is a significant relationship
between HPWS andrganisatioal performage (Wei and Lau, 2010; Andersest

al., 2007). Merely fomulating an HPWS is not, however, enoughimprove
performance (Purcedital., 2009). The process of implementation of an HPWS is an
essential step towards converting human capital into improved organisational

performance (Wei and Lau, 201Rupidaraand McGraw, 2011Becker and Huselid,



2006) as it bridges the gap between the intended strategy (planned) and the-actual in
practice one (Wright and Nishii, 2007).

Little attention has been paid to the specific agents involved in the implementation of
anHPWS (Guest, 2011; Paauwe, 2009; Boselie, Brewster and Paauwe, 2009; Coyle
Shapiro and Shore, 2007; Purcell and Hutchinson, 2007). In order to obtain a
comprehensive understanding of firmso
needed to focusomact or sd i nterests aantatoom(Paauwe,e ct
2009; Boseliest al, 2009. There is a lack of empirical research which investigates
the role of intermediate actors and theocdination amongst these actors in the
success or otherwisd an HPWS (Guest, 2011; Gilbert, DeWinne and Sels, 2011).

Furthermore, Lertxundi and Landeta (2011) &wpidara and McGraw (201 have
strongly advocated considering the contextual factors while formulating an HPWS
and suggest that there are no idealimversal best practices with regards to HPWS
which are applicable in all contexts. This warrants attention to the institutional

factors which may influence the implementation of HPWS in organisations.

This study is an extension of previous researckirlijn HPWS and organisational
performance. In particular, this research investigated how institutional factors affect
the implementation of HPWS and the interaction between HR and line managers in
effectively implementing HPWS.

1.1 Background to theresearch problem

While it is already known in theory that HPWS can positively affect overall
organisational performance we should move forwards to investigate how we can
actually achieve the positive benefits of HPWS in practip{daraand McGraw,

2011 LengnickHall et al, 2009). Researchers have acknowledgedéssl for this

shift in research and the results are already evident in new research, which focuses

on the process of HPWS implementation (see for more details chapter two @ble 2.

There 8 a need to move to the operational process in order to achieve successful

organisational outcomes. There is a need to understand the implementation process



of HPWS and practices (Chow, 2012) and to understand why and how it is
implemented in this way. Magers are considered the linking thread between the
developed strategy of HPWS and the implemented one (Purcell and Hutchinson,
2007; Wright and Nishii, 2007). Organisations, in order to gain the ultimate benefits
from the planned strategy, have therefmrensure that the knowledge and ideology

of that strategy is perceived similarly among the planners and executioners.

The interpretations and perspectives of HPWS can vary from organisation to
organisation and individual to individual (Ollmpez’, BayeMoriones, Larraza

Kintana, 2011; Zhang and Li, 2009; Purcell and Hutchinson, 2007). For example,
HR specialists can def the technical practices well but may fail in emphasizing the
strategic practices (Becker and Huselid, 20BBangand Li, 2009. The problem

with different interpretations is that it creates a gap between the planned and actual
strategies. The actualrsat egy deal s mostly with the
receiving and interpreting the intended strategy. The literature shows that the line
manager so | ack of knowl edge on i mpl eme
employees, thereby negatively affecting emple e s 0 perfor mance
perception of their immediate managers (Purcell and Hutchinson, 2007). As a result,
the literature calls for further consideration of the contingent contextual factors and
their affect on HPWS implementatigDpewetinck, andRemue, 2011; Stavraet al.,

2010; Katou ad Budhwar, 2010; Boseliet al, 2009; Brewster, Wood and Brook,

2008). The aim of this research is to fill this gap.

Three contextual factors that could moderate the set of HPWS indludimess
strategy (thats, cost strategy or innovation strategy, Sun Aryee and Law, 2007),
social criteria (Aycan, 2005) and market condition (GodkKood, Psychogios, and
Szamosi, 2011). Additionally, researchers have pointed to organisation orientation
(which consists of orgasation structure, regulations and rules, actors, systems and
culture) as a necessary specification to take into account when implementing HRM
strategy (Brewster3rookes Croucherand Wo0d,2007). This is to ensure that an
organi sat i on 0entatedttowardst adeqeate IHBWS oimplementatio
(Boselieet al, 2009). This study will, therefore, focus on how a middle management
system, comprised of intermediate HR and line managers, can be orientated for

adequate HPWS implementation. This would regaireetter understanding of the
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elements related to HPWS structure (that is, the principles and power of control), the
established rules and regulations for generating a clear strategy to be implemented,
the actors involved (i.e., HR managers and line mars@nd their influence on the
process of HPWS implementation. The main focus of this research is on micro level
internal issues, which affect the operationalisation of HPWS. While some researchers
(example, Becker and Huselid, 2006; Guest, 2011, Puerdl Kinnie, 2007;
Paauwe, 2009) have highlighted the need to investigate these aspects, none of the

researchers have empirically investigated these aspects to the required extent.

1.2 Research motivation

There has been a significant amount of reseamchiRM but one of the most
significant drawbacks of HRM research is the lack of guidance on practical
implementation. HRM research provides numerous theoretical insights but provides
little guidance on practical/implementation issues (Ch20.2 Becker am Huselid,
2006). Consequently, HRM strategies often fail to generate the desired benefits
(Guest, 2011 Purcell and Hutchinson, 2007 This indicates the significance of
looking into practical/implementation issues of HRM.

While there has been a signditt amount of research on HPWS, there has been a
lack of research about the execution of HPWS in Middle Eastern nations especially
Saudi Arabia. Studying this aspect of the problem in the context of Saudi Arabia is
highly relevant to the modern global ecomy because of the significant role played

by the Saudi Arabian economy in the global economy. Saudi Arabia stands to gain
the attention of foreign investors and MNCs, as there is vast scope for improvement
(and, consequently, financial gain) in theonony. But the problem still shows that
while developing countries have embraced HRM concepts from the developed
world, they have failed to generate the benefits to the same tune especially because
of contextual differences between developed and developingtress Countries

like Saudi Arabia are still coming to terms with concepts such as HPWS and have
met limited success in implementing these SHRM practi&ésuni, Karam and, El

Hajj 2013 Budhwar and Mellahi, 2007).



Researcher endeavored in ordesétect the field of work closest to the reflection of
Western countries; the banking field was the best choice. This is because; the
banking sector is driven by marketientation that requires a high utdtion of the
workforce. This study is the first foits kind, which investigates HPWS
implementation in the banking sector of the Arab countries, especially Saudi Arabia.
The HRM practices in the Middle Eastern banking sector are still developing. It is
essential for the domestic banking service progiderequip themselves with the
best operational tools (Afiouni, Karam and -H#jj, 2012). Adopting and
implementing effective HPWS is likely to improve their chances of succeeding as a
sector. Moreover, the scarcity of literature on the shape of advaiREdsystems

such as high performance work systems in the Middle East context motivated the
researcher to conduct such a study (Afioahial, 2012; Budhwar, and Mellahi,
2007).

1.3 Research gaps

The literature review so far has indicated several gaps on the topic of human resource
management strategy (SHRM) or-called HPWS andrganisation performance
which includes the skeptical relationship between HPWS and organisation
performance and needbet focus to be moved frorwhat and why to how this
relationship is connected. The role of the actors needs further explanation especially
in the relationship between HR and line managers, together with the impact of
environmental factors on social intetiao when implementing HPWS. The

following explains those gaps.

Previous studies have shown a great focus on the content of HPWS and how
appropriate practices could positively influence organisational performance (Guest,
2011 Weiand Lau, 2010Subramony2009; Mandelson, Turner and Barling, 2011,
Boxall and Macky, 2009; LengnieKall et al, 2009; Arthur and Boyles, 2007,
Kepes and Delery, 2007, 2006; Lepak, Liao, Chung, Harden, and Joseph, 2006).

HPWS addresses the issues concerning the implementdtiplanned strategy in
regards to explaining the how of HPWS and organisation relationships, but the

research on factors affecting the implementation of HPWS itself has been hglative



scarce (Guest, 2011; Bose#ieal, 2009; Becker and Huselid, 2006)n& the most
efficient HPWS can fail, without proper implementation, to generate the desired
benefits there is a need for further research in this area (Wéisana010).

Recently, therefore, the trend of studies interested in the relation of HPWS and
performance relations moved to fill this space. For example (Guest, 2011) pointed
out that the previous research observes the linkage, but has not, however,
distinguished which of the practices causes performance improvement and there is a
growing beliefthat there are some intermediary factors which determine the overall
success of a particular HPWS in a particularaargation (Guest, 2011; Boseke

al., 2009; LengniciHall et al,, 2009 Paauwe, 2009; Coy8hapiro and Shore, 2007;
Purcell and Kinnie2007). For example: Becker andustlid (2006) and Lengniek

Hall et al. (2009) recommend conducting further research investigating adequate
implementation of HPWS and the intermediate factors which mediate the link
between HPWS and performance, while Rumdand McGraw (2011) and Guest
(2011) recommend studying the role of actors in effectively implementing HPWS
practices. It is necessary, therefore, to undertake a careful study to determine which
of these intermediate elements accounts for positive pesfice (Bowen and
Ostroff, 2004; Collins and Smith, 2006; Evans and Davis, 2005). This will improve
the understanding of how we can develop and implement an HPWS, which can

actually deliver the desired level of improvement in performance.

In their desire d generalis findings, researchers ignore the context in which the
problem is researched. In the case of HPWS, there is a vast amount of research
investigating it as a broad system but little research into the micro issues of HPWS
(Purcellet al, 2009; Letxundi and Landeta, 2011).

To understand the process of shaping an HPWS within organisations, it is
recommended to gain knowledge on how HR specialists cope and interact with the
factors, which influence the shaping of appropriate HPWS suitable for their

respective organisations (Rupidara and McGraw, 2011).

In this respect, previous literature calls for attempts that can clarify management
perception on HRM&dded value to organisation succéSandersand Frenkel,
2011; Guest and Conway, 201Bowenand Ostroff, 2004) Mainly the focus was
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on HR functional credibility that shows how HR professionals can enhance line
management perception about HR activities: trustworthiness and institutionalisation
(Bowen and Ostroff, 2004; Guthrie, Flood, Liu, Mac@in and Armstrong, 2011;
Chenet al, 2011; Sanders and Frenkel, 2011; Guest and Conway, 2011; Apospori,
Nikandrou, Brewster and Papalexandris, 200&ny, Guedri and Hatt, 20Dn8
Unfortunately, few efforts have been made to identify factors thatiexpbav social
structure is built between an HR manager when s/he communicates with a line
manager in implementing HR functions (Bjorkman, Ehrnrooth, Smale and John
2011).

There is, also, another group of researchers building their studies on HR strategic
strong climate theory (Bowen and Ostroff 2004). The bottom line imperative of this
theory is the association between the decision maker of the HR intended strategy
with the implementer of the actual one (HR managers and line managers) and the
consequencesi its affect on employeesd percept
conducted on this trend, in order to confirm those lifksllian, 2012 Guthrieet al,

2011; Cheret al, 2011; Sanders and Frenkel, 2011; Guest and Conway, Rahy;
Guedrib and Haf 2008; Aposporet al, 2008). The focus in these studies has been
on the cognitive influences by actors on their relationships. In other word the focus
was on the output of their interactions rather than the input such as tpdanad by

the institdional factors in shaping their social interaction relationship behaviour, in
particular, between the key players (HR and line managers). This study aims to fill
this gap.

Most studies in this trend have, so far, tried to elaborate how the practice of effective
HPWS is based first and foremost on a strong (distinctive), understandable, reliable
and credible strategy (Bowen and Ostroff, 2004). Some of the contextual féictors (
not accurately identified and in place) can limit its strength. For instance, the
rationality and power of control designated by the values driven by the interest of
management and their beliefs could affect the extent to which HPWS can translate
from the planned context into an actual strategy. Generally, the interests of
management are driven by external environments (i.e., market performance, the
criteria and performance of the industry field, local society criteria and performance)

while HPWS is anriternal strategy and thus alignment between the two will depend
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on several contextual factors (Rupidara and McGraw, 2011). The literature shows
that these contextual factors can influe
and style of organisationaltrategy in he first place(Leggat, Bartram, Stanton,

2011). But up to the knowledge gained from research so far, no empirical study has
ascertained the influence of the intentional factors on the relationship between HR
and | i ne man agteimplementatioreaf HPYWS practices. i

Culture is of concern in this studyariousempirical studies have used a cultural
approach in assessing the similarity and dissimilarity between nations on formulating
and practicing HR functions (Lawleet al, 2011) and the main focus of such
literature has been on the core functions of the technical category of HPWS. Little
cultural research, however, discusses HPWS as a system that includes both technical
(such as SHRM) and nene c hni c al ( act adiced (Mendgelom,! v e me
Turner and Barling, 2011). There is, therefore, a need to investigate the role of
culture in influencing HR managers in shaping ideal HPWS best practice and their
interactions with line managers.h@ institutional theory emphasis therole of
regulatory and normative rules on administrating these conflicts and seizing
obstacles that confront the operational system (Bjorkman, Fey and Park, 2007). In
this study the role of culture is included in the institutional factors and is cortidere
one of the normative institutional factors (DiMaggio and Powell, 1991), While there

is a need to investigate the relationship between HR and line managers separately
from the perspective of process behaviour, it is important to investigate the factors
which affect the relationship between the two. In order, to achieve this end there is a

necessity to investigate the operational area.

As far as environmental factors are concerned, economic trends often guide a
businessoés future AdMSrlewstus to nisuaderihdse tremds s et
through the lens of macisocietal and market logic criteria and the consensus of the
inner society practices of firms (Rupidara and McGraw, 2011). This supports the
view that institutional pressures often deterntime effectiveness of HPWS practices

and must be givenug consideration (Lengniglall et al, 2009). Although the

design of the future strategy of a firm is largely dependent on rieebtrends, the
success of the fir mds on seveeahniceddvel ssguesat e gy

HPWS is intended to address these mlex@l issues, which can affect the overall
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success of the corporate strategy (Kinnie, Hutchinson, Purcell, Rayton, and Swart,
2005).

Research, in the context of nwrestern countriesis also important to provide
knowledge of the domestic contextual factors and their impact on the implementation
of HPWS practices between HR and line managers, since there are some differences
in cultural values between western and -m@stern countrieshat could point to
differentiation when implementing HPWS. Diagonally, the limitation of the literature
concerns HPWS implementation in Middle Eastern countries, specifically Saudi
Arabia, which has guided this study to add to the literature availabteviewers to
understand the reasoning behind the differentiation of HPWS implementation

between the two contexts.

Overall, the main gap is that previous research desth inunderstanthg the
dimensions that build the social interaction behaviour betvliee and HR managers

in the implementation of HPWS activities from an institutional perspective. Figure
1.0 shows the core aspects of this research aggravated by the identified gaps in the

literature so far.

Figure 1.0: Factors influencing the implementation of high performance work
systemeffectiveness

Institutional
factors

Line Managers
¥ h

Interaction > HPWS » HPWS
implementation ocutcomes

HE Managers

Source: the researcher

Thus, the researcher focuses on the gap issues related to the implementation of

HPWS from the perspective of the social interaction in the first place, as well as to
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understanding and clarifying the institutional reasoning behind the level of the HR
and lne manager relationship when implementing HPWS practices. Further, it is
also important to discover the usefulness of combining both social interaction factors
and environmental factors into the operational aspect of HPWS implementation in
one study. T is because it allows the researcher to furitmgrove the present
understanding of HPWS implementation by highlighting the impact of the social
interaction effectiveness level structured by the context institutional factors on
empl oyeesd ahaviourtwhidheesentwalty gpresbnts the effectiveness of
HPWS and the returning value on the relation of HPWS and organisation
performance. Within the previous literature, there is still a scarcity of studies
combining these two factors in investigatind®WS implementation, in specific
industries, e.g., banks in nevestern contexts. This is revealed in the research

objectives, aim and questions in the following-seition.

1.4 Research aim, objectives and questions

The aim of this thesis is tinvestigathdigh performance work system HPWS
implementation effectiveness through its institutional setting by combining
institutional factors i-retgaionship dHRI amah lineon a c
management ) and i ts c 0 n s esqtigfaction, wkichf ect s
eventually turns on organisation performance. In doing so, it leads the researcher to
design a bridge between the micro and macro orientated worlds. Thus, the focus is to
deal with the aspects that constitute and structure HR andnBmagement cross
functional mobility of partnership and @rdination. The institution factors influence

this relationship. Institution factors serve as a means for industry norms,
management i nfluences (actorodos rtkes ar
segment), and national culture. Thus the focus is not only to assess the interaction
between the key players (HR and line managers) in their implementation of HPWS
practices but also to explain the conditions underlying this association. This is in
order to validate the research model proposed with regards to thetiofpthe

instituional factor on the interaction between HR and line managers in HPWS

implementation effectiveness
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Based on the literature view gaps, the researcher concludes thabjectives need
to be met in order to achieve the research aim and to answer the research question.

1.4.1 Research objectives

Objective 1: To understand the nature of HPWS in the context of the Saudi
banking sector.

Objective 2: To determine the existingelationship status between HR managers
and line managers in the implementation of HPWS practices in the
Saudi banking sector.

Objective 3: To identify the institutional reasons behind the structimégtaction
relationship between HR managers aintk manager in the
implementation of HPWS practices.

Objective 4: To investigate the impact of the relationship between HR and line
managers on the implementation of HPWS effectiveness related to

empl oyeesd satisfaction and invol v«

These objectives support the researtb@nswer thguestion othis research

1.4.2 Research question

This research aims to answer the following research qusstion

- How the social interaction and context are significant influence on HPWS

implementa i on effectiveness represented on en

Thus, the impericajuestions takée following forms:

- How do institutional factors affect the interaction of human resource managers and

line managers in delivering effective HPWS?

- How do the implemented HPWeSfecte mp |l oyees 6 sati sfaction?

The current study embraces institutional theory in order to, firstly, develop a
framework that improveshe understanding of the implementation of HPWS and,
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secondly, to investigate the impact istitutional factors on lindlR manager
interactions. Better interactions between HR and line managers are expected to result
in higher shared meaning and shared values between managgasigationl-

actors) thereby allowing close alignment of the ndied strategy and the actual
strategy in practice. The overall impact of this exercise is expected to mediate HPWS
with high performance which reflects on an organisational subjective outcome of
e mp | o sadstadi@n Bondarouk, Looise and Lempsink, 20@vans and David,

2005; Festine and Eidemes, 2011; Rupidara and McGraw, 2011).

This study builds on the assumption that the more the organisational actors share in
the meaning of the strategy of HPWS the greater is the effectiveness of its
implementationand consequently the better is the organisational performance.
Additionally, we have to keep in mind th
a local social culture and institutions can enable their interaction either positively or
negatively tovards the implementation of HPWS by taking acdoafrthis (Aycan,

2005; Stavroiet al, 2010). Focusing on implementation, therefore, aims to capture
these two aspects and their relation to effective implementation resulting in

empl oyeesd b aldmediatear deliver thight performance (Becker and
Huselid, 2006; Wei and Lau, 2010).

1.5 Research methods and techniques

This research employs an interpretive philosophy that requires a qualitative
methodologyInterpretivist approach can express Wuoéce of those people affected

by HRM system practiceBhis research is presented as an ingacexploratory
study (Saunderst al., 2011). In accordance with the inductive research approach,
the current research will formulate a new theory on the rdl@ssotutional factors

and actorsin improving the effectiveness of HPWS in the Saudi Arabian banking

sector (Collis and Hussey, 2009).

This research adopts a case study design. Since this research argues that it is essential
to consider contextual famts while implementing HPWS practices it is essential to
adopt a case study design which embraces the context of the research (Woodside,
2010).
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Data is collected using sessiructured interviews and focus groups. 54 Semi
structured interviews wereonducted with HR managers, line managers and
department heads of the banks included in the research. 10 Focus groups including 6
employees each were conducted with the front line and back office employees and
were focused at understanding employee levttames of HPWS.

As data reliability and validity is concerned in this study, the researcher followed a
case study protocol as a methodological guideline (Yin, 1994). The researcher
followed the threestagesof this method. In the firsstage based on a careful
comprehensive assessment of the literature, the researcher developed an initial
theoraticafframework with regards to the study topic and the gaps found in previous
studies. The researcher tried to rely on reviewing the literaturesafically on
discovering the gaps in highly respected journals in the fields of human resource
management and management (e-yiman Resource Management (USBitish

Journal of Industrial Relations International Journal of Human Resource
ManagementHuman Resource Management Journal (URJyganisation Studies,
Harvard Business RevievBritish Journal of Managementnd theAcademy of
Management Journal The gaps in the literature determined three taxonomies
investigated in this study, which inclueP WS i mpl ement at i on, act
and environment factors. The justification of the key factors of these three
classifications was further explored (see chapter three for more details). Doing so
helped the researcher to develop the initieoratcal framework of this study,

which is based on the developed propositions underpinned with these explored key
factors. The researcher, in the collection of the data, was guided by these

propositions.

The secondtageof the case study protocol was to exagthe developetheoratical
framework. This has been done through sstnictured interviews, focus groups and
contentdata analysis. In order to obtain regroups of the data collection tools a pilot
study was conducted at the beginning of 2012 with serperts in the banking
sector and by following up with the supervisor, this went along with the data

concluded from the banks® archi val recor
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Two approaches were applied in choosing the research case sampling and
individuals. These were the purposivengding and snowball sapling techniques.
Thesesamplingtechniquesnabled the researcher to decide on the selection of cases
and individuals. As regards to the cases chosen for this shuslyesearch deploys
multiple case studies of private organisatian the Saudi Arabian banking sector
These banks were selected because they differ in terms of their size, age and
geographical expansion. Besides, both of those considered have high reputations in
the Saudi financial market. The researcher was alscecoed (in selecting the case
study samples) to includenks that have HRM managers in board positions, just to
confirm that HRM departments from the chosen sample are equivalent to those
portrayed in the literature. Such sampling would ensure that HRM sgategic
practice in the sample firm, which is a key requirement for effective HPWS.
Collecting data from different banks assists in reducing any bias in theAdatar.

the sampling ofindividualgi.e., HR and line managers) it had to be believed tha
they were capable of answering the required information to the research questions
(Neuman, 2005). With regards to choosing sstnictured interviews this is
because it allowed the researcher to introduce-gseistions depending on

I nt er vi e weesppndes orrtccgaie more details and information about the
guestioned subiject. It also helped in allowing the researcher to do some modification
to the interview questions according to the context and respondents, which allowed
the researcher timcuson the important issues to the respondents without restricting
them to aparticularlayout (Lindlof and Taylor, 2002). The focus group interviews
were conducted with employees of different departments of the banks under study.
The focus group interviews fowed both purposive and snowbaldmpling
technigues and serstructured interviews. All the interviews and focus groups were
recorded and transcribed later. The transcriptions of the interviews were carefully
written and reviewed by translator expertesed interviewees. This was done in
order to obtain construct validity of the data collection (see chapterfdoumore

details, section 4)7

In this stage also, internal validity of the data is very essential. The data was
therefore analysed by emplogimualitative content analysis. The research began
first with each case analysis separately then this was followed bycasssanalysis.

Due to the massive amount of information collected from the qualitative interviews,
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the researcher used NVivoSoftware in order to orgasa, group, and code these

data, as these steps are believed necessary for data reduction (Miles and Huberman,
1994). In order to obtain internal validity of this study, the researcher used a-pattern
matching technique in data dysis (Yin, 2009) within each case study of the banks
under study. This technique allowed the researcher in analysing the data to refer back
to the literature propositions and suggestions and to build up explanations and
descriptions of each case study lxploring alternatives and interpretations
connected to prior theories embraced in these studies that have therefore helped in
understanding the phenomer&l¢erman, 2010)This process allows thegearcher

(at the stage of analyg) the data for each sa study) to examine the correlation
between all three key themes (i.e., implementation of HPWS practices, HR and line
manager sdé interactions and institutional
propositions and conclude the findings. In thegstalso, the validity and reliability

of findings is of highly concern. The researcher therefore generated a collection of
themes, including: a key theme, a sub theme and a first order theme derived from the

respo radsearst s 6

In the third stage othe case study protocol, the initial theoretical model (originally
proposed in chapter three) was revised and validated based on the concluding
findings set out in chapter sevedence a novelconceptuaframework was built
(figure 80) that explains thenstitutional causes of HPWS implementation from the
perspective of HR and The denebopmert ofdhg evisedd | nt
model was built upon the results derived from an exploration of the first order
themes with the second order, and theouging data under the key theme of the
institution factors, which in this study amedustry norms, management practices
(professional normsand culture. For example, the key theme of the management
practices shows; new factors influence the interadigiween HR and line manager,
such as, u n d e r HR tdépartmentc memibess dprofessionals second
senior HR managers and junior manager) besides line managers type af tuonk,

out that there is some differentiation in the relation betweemtdRagers and line
managers of the front offices than with those of the back offices because of job
interest goals. Secondly; the efficacy of business technology systems can lift the
interaction of these to actors, and it turn out that the employee parfoe appraisal

sheet is the key lever that tied the relationship between HR and line managers in all
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departments. Besides, professional norms of the industry seems to direct the
relationship between HR and managers owing to it intensive focus on olyectivi
performance rather than subjectivity which limits HR influences in some cases.
While culture influence relatively seen in some occasspeciallywithin high

power distance and uncertainty avoidar(see for more details chapter seven
sections 7.3.1 Management factoys7.3.2 Industrial factors and 7.3Cltural

factor9

In order to ensure the quality of the research findings, reliability and validity criteria
(i.e., internal validity, external validity) (Yin, 2009)ere taken into consideration
(Zharg and Wildemuth, 2006).

1.6 Significance and contribution of the study

1.6.1 Theoretical contribution to the understanding of the implementation of
HPWS
According to the research problem, firms often fail to convert their intended strategy
into actionand this failure can be attributed to poor operationalisation of the intended
strategy. This operationalisation can, in turn, be attributed to poor implementation of
HRM strategies and toolsTo better explain, therefore, how successful
implementation coul be achieved, the finding of this study contribute to a deeper
understanding of the reasoning underpinning HPWS implementation effectiveness

from a social interaction perspective immersed in a contextual approach.

The outcomes of this research contribute to knowledge by expanding the literature of
HPWS implementation, by combining social interaction theories together with
institutional theory on the contextual approach in SHRM. The findings of this study
contributein particular to the literature interested in reducing the gap between the
intended strategy of HPWS and the actual one. This research focuses on obtaining in
depth insight into the operational process and the factors influencing the
implementationof HP\8. Or gani sati onsd actors, cul tu
and human resource practices of HPWS are the focus of this study. In particular, the
researcher seeks to highlight the role played by intermediate actors and institutional

factors in the sumess of HPWS. This is in order to compensate for the drawback of
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previous research on HPWS implementation, which neglected the combination role

of actors and contextual factors in this phenomenon.

While there has been a significant amount of researcHRIWS, there has been a
lack of research about the execution of HPW#Middle Eastermations especially
Saudi Arabia. Studying this aspect of the problem in the context of Saudi Arabia is
highly relevant to the modern global economy because of the samtifiole played

by the Saudi Arabian economy in the global economy. The finding of this research
also hoped to contribute to the existing understanding of SHRM by adding
knowledge to the process of implementing HPWS in the much less considered parts

of developing countries and on issues that are so far less explored.

Finally, the main findings of this research contribute to its originality in developing a
model which represents the institutional rationality underpinning the interaction of

HR and line maager interaction in the implementation of HPWS effectiveness.

1.62 Contribution to industry and policy

The findings of this research represented in its novel model are useful for managers
from all industry sectors, which aim to implement global HRctices in their
organisations. While this study has been conducted to study the implementation of
HPWS, still the fundamental arguments of this research are applicable to all HR
practices. By doing so, the researcher hopes to contesttiadi model anddd to the
decision criteria and local considerations that must take place when choosing an
HPWS orientation or ideal HPWS practices.

Finally, the novelty of this mearch is vested in conceptuglg a model where its
value can assist decisionakers atll levels to achieve better results when taking the
contextual factor into consideration while formulating their strategies and putting

them into action.

1.7 Research outline

This thesis is comprised of nine chapters.
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Table 1.0: The starcture of the thesis

Chapter 1

Introduction

Presents the research problem, aims and objectives.

provides an overview of the background to the rese
including a discussion of the previous literature and gaps.
chapter also discusses thractical and theoretical contributiol
of the research as well as providing an argument for why

research and its context are essential.

Chapter 2

This chapter provides a comprehensive review of the respe
literature. In this chapter the litera¢uon the link betweel
HPWS and organisational performance is critically discus
Then, a comprehensive review is presented of the literatu
HPWS implementation process. Following this, the role of
and line managers and their involvement in thpl@mentation
of HPWS is discussed followed by a discussion of the litere
concerning the impact of institutional factors on

implementation of HPWS effectivenes8uilding a theoretical
basisfor the researcls the aim of this chapterfhis is, inorder

to highlight the gaps in the existing literature.

Chapter 3

This chapter presents the initiatitikeoratical framework of
this study based on the identified gaps exists in theore
background of the focus of the study. This chapter prov
explanations of the key factors highlighted in the framew
which is then considered as a foundation for formula

interview questions.

Chapter 4

This chapter presents the research design pointing ou
research paradigms, philosophy and methddss chapter
presents the description of various data collection tc
philosophies and methods employed for this research. The
collection tools and methods are critically analysed and
rationality of selected data collection methods and tools

discussed.
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Chapter 5

Presents the research empirical context. This chapter air
highlight the Saudi Arabian HR context in general anc

particular the Saudi Arabian banking sector.

Chapter 6

This chapter presents the analysis of the field survey
collected by Semi structured interviews and focus group ¢
In this chapter a detailadterpretationof the data outcome fc
each case study was given in details. And then it present

main findings of the two case studies.

Chapter 7

This chapter presents the findings from chapter six
discussion of the findings is provided compared with
existing literature findings that this research draws upon.
with the aim to identify the key findings. The presentatior
this chapter is built on a cross case analysis of the banks

study in this research.

Chapter 8

This chapter presents the out@wf the analysis chapters a
revises the initialtheoratical framework of this study. Thi
chapter also discusses the key finding and presents the

model of this research.

Chapter 9

Presents the research conclusion with a discussion of
researchfindings, research and objectives achievement
answering the research question and accomplishing res
aim. The discussion also presents the theoretical

methodological contribution of this research and the prac
benefits of the research modd#ie limitations of the researc
that the readers must be aware of when reading the finc
Directions for future research and practical recommenda

for practitioners are offered in this chapter.
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Chaptée&€he2Li terature Reyv

2.0 Introduction

Chapter two discusses the literature related to the interaction between HR and line
managers and the impact of institutional and cultural factors on this interaction and
consequently on the effectiveness of HPWS implementafien.develop these
observatios, this chapter is structured as followthe first part begins with a
discussion of the concept of the strategic human resource management (SHRM).
This is followed by a review of the literature on high performance work system
(HPWS) and its theoretical foundation, and its added value to organsaTthis

part also discusses the research related to HPWS implementation and the link
between HPWS effectiveness and organisational performance.The second subsection
discusses the literature on the interaction between line and HR managers and its
impacton SHRM implementation in general and HPWS implementation specifically.
The third subsection discusses the impact of institutional factors on line and HR
managers and on SHRM implementation. The fourth subsection reviews the
literature on the impact of dukal factors on SHRM implementation on the
relationships of middle managers. Finally a summary of the chapter is presented in
order to highlight theationalisation for the study, which is demonstrated in tahke 2.
Using the theoretical background atiet shortcoming in the literature review was

the basis that the researcher depends on in the development tifethatical

framework of this study.

2.1 Overview

The distinctiveness of human resource management (HRM) is in the strength of its
strategis/systems, and in the added value trganisatios can gain objectively and
subjectively through implementing it (Gues@14; Wei and Lau 2010; Andersen

al., 2007; Becker and Huselid, 2006). The strategic role of HRM is researched under
the umbrellaof strategic human resource management (SHRM). SHRM has several

synonyms such as modern human resource management, best practices universalistic
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approach, high performance work system (HPWS) (Wei and Lau, 2010), high
involvement work system (HIWS)Z&tzik and Iverson, 202)1high commitment

work system (HCWS) and new work practices (Ramirez, Guy and Beale, 2007). This
research focuses on HPWS, which is a form of SHRM and involves forming and
implementing practices which target both the development of eegdo and
organisatioal performance. HPWS is mainly aimed at masing employee
contribution through constructive approaches towards human resource management
such as employee empowerment and employee development. Researches indicate

that such practicesnprove organisainal performance (Guest, 2Q1Boselie, 2010).

Most firms, however, especially in the developing countries, have failed to achieve
their objectives of implementing HPW&f{ouni et al.,2013. While there has been
significant focus on the design and structoirélPWS bundles (LengnieKall et al,

2009) not sufficient attention has been paid to the implementation process (Rupidara
and McGraw, 2011). It is the contextual environment in whiclse¢heundles are
implemented where developed countries differ from developing countries and
understanding the role of this contextual environment could explain the reasons why
western HPWS practices have been relatively less effective in developing countries

It is, thus, argued that to understand the implementation of HPWS it is important to

understand both the macro and micro context (Rupidara and McGraw, 2011). While

the macro level has a considerable influence on the shape and structure of HPWS
bundles lhe process of HPWS implementation can, however, be interpreted more

precisely from a mio level perspective (Bondarouwt al., 2009 Kinnie et al,

2005).

There are several factors, which can affect the development and implementation of
HPWS and theseattors are often the characteristics of thrganisationor its
environment. These include: system, resources and environment. Research has
provided ample evidence that adequate HPWS practices could have a positive impact
on organisatioal performance (Weand Lau, 2010; Hutchinson arurcell, 2010;

Wei etal., 2008; Akhtar, Ding and Ge, 2008; Datta, Guthrie, and Wright, 2005) but
few researchers have investigated the mechanism by which HPWS practices affect

organisational performance. Additionally, none of the researchers (for example

25



Smale, 2008; Tuselmann,llé&n, Barrett, and McDonald, 2008; Bjorkman and
Lervik, 2007; Pudelko and Harzing, 2007) have empirically tested the factors that
affect the implementation of HPWS, even though they agree that there are several
factors, which could affect the implementatiof HPWS and consequently its impact

on organisational performance.

HPWS is based on the principles of SHRM and hence before digging deeper into
HPWS the theoretical background of SHRM theories must be reviewed to highlight
the principles of HPWS.

2.2  The concept of strategic human resource management and
high performance work systems

2.2.1 Strategic human resource management (SHRM)

Human resource management (HRM) is considered to be a science which replaces
other traditional management like Persdrivilanagement (PM), Industrial Relations
(IR) and emplognent relationship (ER) (Boselet al, 2009).

SHRM on the other hand is acknowledged as a system of HRM policies and
practices, which is horizontally and vertically consistent with business strategy
needs (Festing and Eidems, 2011). A horizontal link indicates that all the functions
of HRM are coherently correlated to each other. A vertical link means that HR
functions are correlated with the inner context, such as business strategy and culture
(Festing and Eidems, 2011). For exampéay and Johnso2005) views the extent

of alignment between HRM strategy with business needs and goals, by defining the
positional role of HRM as strategic. He distinguishes the HRM role from reactive
(that is an anhinistrative role) to a proactive (strategic role) link with business
strategy WWay and Johnsor2005). Researchers try to make a distinction for SHRM

in that it is capable of changing people and conditions by implementing plans and by
resolving conflicts with enquiries about situational changes to achieve competitive
advantageWright and McMahan, 2031

Cabrera and Cabrera (2003) list four key roles for modern HR managers. As an
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administrator the HR manager must look to improve the efficiency and parfoem

of the workforce in order to maxisg organisational performance. As an employee
champion the HR manager must duly represent and address the interests of the
employees. He should work towards improving employee welfare and act as a bridge
between thetop management and employees helping the former in developing
policies and practices aimed at welfare of the latter (Ismail and Long, 2009). As a
strategic partner, the HR manager must ensure that there is a link between HR and
corporate strategy. The HRanager must help the firm structure and implement
policies which will help the firm achieve its objectives (Inyang, 2008). Finally, as a
change agent the HR manager must ensure that any change initiatives are
implemented smoothly and should work with teenployees to mininse any

resistance to change.

Thus, the modern SHRM view puts more responsibility on HR managers and
highlights the significance of HR managers in the success of the organisation. This
significance of HRM is based on the view that emp&s/ are assets of the
organisation (as proposed under the Resource Based View) and these assets must be
managed adequately in order to maseniheir usefulness for the organisation. This

is the view supported by the Resource Based View which is discosked

2.2.2 SHRM and the resource based view (RBV) of the firm

The Resource Based View was proposedbgrosel959, cited in Mahioey, (2005

p.241), who proposed than organisation is an administrativ@ganisationand a
collection of productive resourcesThe Resource Based View assumes that
heterogeneous resources can lead to competitive advantage. According to this view a
firm can draw competitive advantage on the basis of resources thehlaable,

rare, inimitable and, norsubstitutablgShanine, Buchko and Wheeler, 2011).

One of the most significant resources that firms possess is its human resources. But a
firm has to manage its human resources in order to be able to draw competitive
advantage from thisresur c e . I n this respect, a firm
the perceptions, performance, behaviour, capabilities of its workforce is difficult to

i mitate. I n other words, i f adequately i
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source of competitive adveage (Purceletal,2 0 0 3 ) . Firmsd human
differentiate the firm from its competitors by providing its customers with a
comparably high quality service. The intellectual capital of the employees combined
with their motivation can be a useftdol through which organisations may draw

competitive advantage (Purcelial.,2003).

According to Armstrong (20Q4p.108), the Resources Based View proposes
improving resource capability achieving strategic fit between resources and
opportunities, and obtaining added value from the effective deployment of resources
In other words, alignment of HR and business strategy is an absolute essential for

organisabnal competitiveness.

SHRM practices positively affect organisational performa(€euang and Liao,
2010; Gittellet al, 2010;Paauwe and Boon, 2009; Takeuehial, 2007). It allows
efficient resource allocation, improvement in operational efficiency, and encourages
innovation thereby allowing the firm to meet the changes in its macro and micro
environments (Katou and Budhwar, 2007). The Resource Based View pr@poses
more proactive approach to human resource management in which line managers
share the responsibility of delivering HR policies (Leopold, Harris and Watson,
2005). This, in turn, is expected to improve employee motivation and enhance
organisational citienship behaviour in which employees adhere to corporate values
(Anderson, Cooper and Zhu, 2007). Increased employee motivation and satisfaction
is likely to improveorganisatioal performance by improving customer satisfaction
(Schuler and Jackson, 200/fright and Kehoe, 2008) through value creation for all
the stakeholderaMello, 2006 Ramlal, 2006). According to Garavan (20@711),

SHRM contributes tdhe creation of firrmspecific knowledge and skill when it is
aligned with the strategic goals of tbeganisation The benefits of this approach are

evident in both large scale and srsadhle firms (Singh and Vohra, 2005).

Based on the above literature there is no doubtdifggtnisatios, in order to obtain
SHRM from an RBV perspective as a capabitign promote its human resources to
operate efficiently. There is a need to cope with the changeable surrounding

environment. One of these measurements is encouraging proactive management, to
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transmitorganisatioal goals clearly and motivate line managansthe involvement

of SHRM concerns.

2.2.3 SHRM theoretical approaches

Universalistic theories

Researchers commonly charaaerthis approach by normative models or theories
(Guest, 2011). Built on bundles of HRM practices, the universalistic bedicera
approach presumes that, by implementing these bundles, organisations can obtain
better performance (Paauwe, 2009; Gooderham, Parry and Ringdal, 2008). The
strength of the theory came from incorporating some individual HRM practices into

a bundle, andhen examining each bundle in relation to organisational performance
(Gooderhamet al. 2008). The authors of this theory affirmed that when firms
employ these bundles in a coherent systematic approach, organisations could achieve

better performance bothbjectively and subjectively.

The universalistic approach can be classified into several bundles of practices.
Researchers have applied the universalistic approach to 26 practices (Boselie, Dietz
and Boon, 2005). Pfeffer (1994, cited in Munjuri, 2011), however, defined 16
practices toenhance organisational performance. He affirmed that 7 of the 16
practices which are initially related to improved performance include: employment
security, careful selecting and hiring, team working, high pay and intensive training,
reducing differencesni the workplace (equality) and fostering the sharing of

information between aarganisatod s me mber s ( Munj ur i, 2011)

The interest now, however, has shifted tremendously towards ectigmitment
system and employee participation. Frequently, for motheoktudies investigating

the relation between SHRM etandardisatioand performance, the main focus is on

the following four core HR functions: 1) careful recruitment and selection; 2)
comprehensive training; 3) a compensation and reward system;)gvelfegrmance
appraisal. These practices, on their own, do not, however, succeed in achieving the
aforementioned purposes, and hence SHRM practices such as HPWS are introduced

to produce a collective bundle of practices. AccordingFeanandezlles and
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RamosRodriguez (2009), the purpose of HRM is mainly to practiZetheory
management for the subjective outcome resulting from the psychological effect on
subordinatesd satisfaction and |l oyalty
positive link to higher performance (Boselie, 2010). That is why recent literature
gives great consideration to both higbmmitment and higinvolvement as a
mediator effect as well as to HPWS in organisation outcome (Guedt, A0dod,

1999). Collectively, high performae systems emphasithe need for practices such

as teamwork and work autonomy, flexible job design and incentive reward
mechanisms which correlate with better performance (Brevestal, 2007; Van
Mierlo, Vermunt and Rutte, 2008).

HRM configuration approach

This approach is based on the HRM bundle concept. Most studies have considered
this approach as another version of universalistic HRM best practices, but combining
some interrelated practices of HRM consistently into an order of groups (that is,
bundle). h order, therefore, for organisations to attain high performance, they have
to follow certain combinations of HRM practice bundles (Becker and Huselid, 1998).

An HR systems bundle is usually a group of activities gathered under one function of
HRM practces. Unified with policies (for example, staffing system policies,
compensation system policies, and so forth), the combination of bundles becomes a
systenor configuration (Gooderhaet al, 2008). Typically, scholars supporting this
approach insist that it is adeal HR system and that its policies are considered a
mediator which directs work force effectiveness towards higher organisational
outcomes, particularly employee performancejustifying that its application will

affect individual ability, motivation, attitudes, and performance (Goodertaah,
2008) . This i s because a configuration
members through training and development (includingnagers and staff) and
fosterig employee involvement (Ramiret al, 2007). This linkage of practices
focuses on shifting organisation philosophy from Taylorism (that is, materialist
management) to a managerial philosophyrientated towards coping Wiiqualified
employees: that is, employees are a valued asset (Alnfearder, Collingand

Edwards,2005). The bottom end for organisations applying an HR configuration
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system is to achieve the highest wg#ition of human resources to achieve
competitive dvantage (Edward and Kuruvilla 2005). For example, staffing system
policies include careful procedures for recruitment and selection, compensation
system policies (that is, performancentingent pay, profit sharing, and merit
rewards), and a managementvelepment system for training. These are some
activities initially linked with the be
accomplishing a businessds missions and
however, been critised rigorously because @l linked the HRM bundle system

directly to highperformance and ignored any intermediate factors/conditions
(Paauwe, 2009; Gooderhahal, 2008).

2.2.4 High performance work systems (HPWS)

HPWS is an approach of the universalistic and configuratidhads that embraces
hard and soft models of HRM, in order to obtain khgiformance higtinvolvement
and hgh-commitment management (Datéd al., 2005; Subramony, 2009; Guest,
2011).

HPWS consists of several types of bundles that have to be takeromsideration.

Kroon and his partners describe the structure of an HPWS bundle as consisting of:

€ a number of coherent practices aimed at managing employees
in organisatiors in such a way that they work together to select,
develop, and motivate a workfer¢hat has outstanding qualities
and that uses these qualities in woekated activities with
discretionary effort, which result in improvedrganisatioral
performance and sustained competitive advantage for the
organisation(Kroon, Voorde and Veldhoven, 2008221).

Takeuchi, Lepak, Wang, and Takeuchi (2002069) defined HPWS a& group of
separate but interconnected human resource (HR) practices designed to enhance
empl oyeesd sHPWSbuwdlea imadudeerfadtices relateddoruitment

and selection, pay for performance and other incefia®ed compensation plans,

information sharing, rigorous performance appraisal processes, and training in both

31



generic and companspecific skillgTakeuchi, Chen, and Lepak, 2009).

Authors have different opinions on categmgy these bundles. For example, Huselid
(1995) categoses them agechnical and strategic bundles. The former includes
careful selection and hiring, conditional pay relatedperformance and intensive
training programmes. Strategic bundles contain; security, teamwork,
decentrakation, share information, fairness and equalities statutes (Mendzlabn
2011). Additionally, Huselid (1995) gives extra subcategories ofegfiabundles

that include employemanagement communication and employee empowerment for
both sharing information and reducing statutes of dissimilarity among people within
workplaces. According to Becker and Huselid (2006), however, HR specialists
succesfully implement technical bundles, but the strategic bundles of practices

suffer from some implementation difficulties (Becker and Huselid, 2006).

In the same trend, Bailest al. (2001) and his colleagues pay attention to the bottom
end of HPWS, that s , towards employeesd ability
categorse the bundles, according to high involvement work practices, into three
groups of practicesOpportunity is the first group/bundle that is comprised of
empl oyeesd o0 p |ripatetirudedisionmakiag (Baibeyetpab, 2001). As
mentioned earlier SHRM practices in this bundle include teamwork and high
information systems, which allows team members to share information to
accomplish obligatory tasksMotivationtoParticipateis the second group that
employs a collective compensation system, in order to motivate and encourage
organisation members to familisgithem with collective decisiemaking. The third
bundle is labeled aSkills to Participate Careful hiring and intesive training are
practices t hat promot e organi sations?©o
involvement. This is because cautious selection and hiring provides qualified people
in the first place. Secondly, intensive training promotes their abilitidsskifls to

share and patrticipate in colleatidecisioamaking Mendelsoretal., 2011).

Several authors have mentioned that there are some intermediate factors, which
influence the decision to adopt certain HPWS practices (Ramiiralz 2007), such

as the geographic, cultural and institutional differences between the origin and
foundation culture (America) (Festjrand Eidems, 2011; OHbo pezet al, 2011).
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Secondly, the differentiation depends on organisational characteristics. In the process
of HPWS implementation it is, therefore, highly recommended that HR managers
communicate carefully the tools and techniques of the mechanism of operating these

bundles of practices to line managers.

The rationality of HPWS decisions mainly depend on the petispeundertaken by

the management such as, for example, the resource based view (Rupidara and
McGraw, 2011), and the firm strategy of competitive advantage (Saetel,

2008. The hard and soft visions of organisations also have a deterministiaclue

on the shape of HPWS practices and the way in which they are implemented. These
are evident in Huselidbs (1995) categor
strategic and communication) and the governance structure of HR position in an

organisation.

The hard vision includes clarity of goals, missions, tasks, rules, regulations, and
obligations or so callethow work should be donfactors. And, the soft vision

i nvol ves dealing with employee needs.
training, in@ntives, career path opportunities, information sharing and involvement.
Recently, most studies have supported the soft view for the positive results
(Beardwell, Holdon and Claydon2010). HPWS implementation is aimed at

achieving both soft and hard targefs discussed later, however, the differences

T

bet ween managerso6 preferences (soft targ

line managers) create a discrepancy in the planned and actual implementation of
HPWS. To sum up the above discussion, the gtheof these bundles lies in their
success at implementing both hard and soft concepts in redditgdn, Patel and
Messersmith2013.

Based on the above information HPWS implementation requires from HR specialists
a careful transmission of HR activii¢o the key implementers (managers), in order
to ensure firstly that the principles of HPWS are put into practice and secondly, to
ensure the outcome of implementing HPWS is positively achieved from both

objective and subjective perspectives for bothleEw@ganisational and individual.
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Having clarified and explored the theories of HPWS, ttidlowing section will
discuss the implementation of HPWS. Key findings and key dimensions are
demonstratech order torecogniseghe importance of the strategic practices of HPWS
bundles in studying the link of HPWS with organisation outcome. It highlights key
dimensions in influencing the implementation of HPWS and its effects and cause
from the inner perspective.

2.2.5 High performance work system implementation

The field of strategic human resource management has been associated with
organisational performance and has been of interest to researchers. Since the
beginning of this millennium, academic attention has focuseghandepth enquiry

into the trend and the emphasis has shifted from macro to micro level research
(Becker and Huselid, 2006; Bowen and Ostroff, 2004).

Although as Hrebiniak @008 argue formulating strategies is difficult, but
implementing them is even more difficult. host of factors influence the manner in
which strategic plans are operatiosadl. While strategy formulation can be done by

a limited number of individuals, strategy ireplentation requires rigorous efforts by
almost all organisational actors. For managers, putting strategy into practice is more
like science (Liacet al, 2009; Podsakoff, Whiting, Podsakoff, and Blume, 2009).
The challenges of putting strategy into praetare evident from the fact that most
organisations fail to meet their intended targets. Implementation is also significant
because it can counter the dynamics of change in the business environment. While
strategy is formulated on the basis of historicatad and predicted future
development, implementation occurs in real life. Thus, implemented strategy is
closer to reality than formulated strategy (Liab al, 2009). Thus strategy
implementation is much more difficult and complex than strategy formaolatio
(Schaap, 2006).

According toYang, Sunand Eppler, (2009 strategyimplementation can be seen

from the following three different perspectives:
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The first perspective is th€rocess perspectiveAccording to this perspective,
strategy implementation mbout operationading the strategy that is putting strategy

into action with an aim to achieve the stated objectives. According to this perspective
implementation has to take into account several influencing factors, which may often
lead to conflicting suations Hrebiniak 2008). So strategy implementation is an
iterative process in which actions and counteractions are part and parcel of the
process and in this case implementation is as significant as the planning, if not more,
where the implementationay even require change in the planned strategy (Schaap,
2006). As firms operate in a dynamic business environment, scenarios may change
unexpectedly from the planned scenarios and this may trigger an unplanned response
during implementation (Lehner, 2004inplementation is more time and resource
consuming than planning and careful implementation can even eliminate the errors in

strategy formulation (Hrebiniak, 2008; Harrington, 2006).

The second is th®&ehaviour perspectivdhe behavioural perspective 6fPWS
implementation indicates that HPWS implementation compridessions and
resultant actions, aimed at committing requiredresources towards achievement
ofoutcomes $rinivasan 2008). The committed resources include both tangible and
intangible resources. In the behaviour perspective, implementation is undertaken
through mobilsation of actors and control systems; occurring, as well, as through
actions involving organisational structgr (Hrebiniak, 2008). The managers are
given responsibility to align the organisational actions with corporate strategy. This
also involves aligning the relationship with external entities so that their
contributions also feed into achieving corporate go@gdomburg, Krohmer and
Workman, 2004). This requires the managers, who implement the strategy to possess
managerial skills required for implementing change (Schaap, 2006). Strategy is
operationaked through the actions and behaviour of the sem@anagerant which

could minimi® the gap between intended and implemented strategy (Schaap, 2006).

Hybrid perspectiveas the name explains is a combination of the process and
behaviour perspectives. According to this perspective, implementatithe isum
total of theactivitiesand choi ces required for the ex:¢

processby which strategies and policies are put into acti@rinivasan, 2008
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p.141). When the implemented programme, plan, is new to the organisation, the
hybrid perspective proposes reconfiguration of the organisational design. This would
involve redesigning the systems, structures, processes and human resources (Schmidt
and Brauer 2006). If the implemented plan, programme, is not new to the
organisation therhybrid perspective proposes administering and controlling the
process as done under thetionorientated approachThus strategy is executed

incrementally chmidt and Brauer 2006).

HPWS I mpl ementation captured slethaitaar s6 a
elucidate the linkage of HPWS practice and performancel9®8 Becker and

Huselid emphasesl the connection between HPWS and business strategy by
highlighting the significance of HRM strategy implementation. They concluded that
implementationis a key factor mediating this relation (Becker and Huselid, 2006).

Wright and Nishii (2007) exemplify the implementation of intended SHRM strategy

and the actual SHRM implemented. The authors assessed the level of performance
according to the actual HRractices that exist and how these are perceived and
interpreted subjectively by employees. The study contributes methodologically to the

HRM field by providing multiple level analysis illustrating three levels of practices

by the workforce which include$iR specialist, line managers and employees. To
provide a persuasive explanati on t he st
practices on setting policies and designing the intended HRM. While the actual HRM
practices reflect two levels of practices; linemagers enacting managerial practices;

and, consequentially, the bottom line is the perceived SHRM by employees and their
reaction towards the firm. Bot h l i ne m
considered as two central variables that reflect the yedlitausal pathways, which

explains the relation between the intended HRM and performance.

Most researchers agree on the role of top management (Schaap 2006) and external
factors in strategy implementation (Lehner, 2004, and Harrington, 2006). A firm
exists in an environment which is comprised of several other entities and institutional
relationships between those entities. Thes#itutional relationships are known to

have an impact on strategic outcombkeg¢sah and Mucai, 20L.1Chimhanzi and
Morgan @O005) stress that inteand intra organisational relationships, corporate

structure, procedures, policies and practices all have an impact on the
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implementation of corporate strategy as well on its outcomes. Under this perspective
the interdepartmentaloeordination has a significant influence on the outcome of
strategy implementation (Schmidt and Brauer 2006; Chimhanzi and Morgan, 2005).
Thus, strategy implementation can be improved by enhancing communication and
conflict resolution. For this it is esg@&l to engage senior management and develop

a joint rewards system (Schmidt and Brauer 2006). Organisations which pay
attention to human resource issues and align their internal and external marketing
efforts to corporate strategy are likely to achieveatgr success in implementing
corporate strategy (Chimhanzi and Morgan, 2005). The research implies that it is
essential to develop a -aperative and collaborative relationship between line
managers and HR managers through strategies such as infornmatiorugication,

top management support, joint reward systems and written communication.

In their noteworthy theoretical study Becker and Huselid (2006) raised the notion of
a causal chain in the effective implementation of HR strategies. The authoos eall f
new trend of research investigating human resource management strategy and call
for further exploratory SHRM research that focuses on the measurement of effective
strategy implementation. In this respect, the authors suggest considering the
operationhprocess as a mediator variable for effective implementation. A specific
consideration should, therefore, be given to the impact that HR managers have on
managerial practices (Becker and Huselid, 2006). Designing an effective and useful
HR system is notasmuch of a challenge as éncouragindine managers tenact

these system 6 i ni. t The tcanvhbe eashieved by holding line managers
accountable for the outcome of strategy implementation and their success in
managing talent. Thus, line managers heveontribute to the development of the

workforce to make it more effective.

The following table provides the literature pertaining to HPWS implementation, in

order to identify key findings and dimensions.
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Table 2.0: Studies orHPWS implementationperformance relationship

Reseach Theory Method Sample Dimension Key findings
Truss and Review literature Conceptual The literature The meaning of SHRM, SHRM requires a process model to remedy the exist
Grantton, of SHRM and debate on SHRM models of SHRM, the key weakness of reliability of the relationship of SHRM wi
1994 theoretical variables that need to be organisation performance. Especially from

included in SHRM mode interrelationships prespective

Bowen and Contingency Theoretical Integrate HR functions  Strength of HPWS is a process and has to cor
Ostroff, approach of and process distinctiveness, consistency and consensus throug
2004 SHRM. Organisation climate a  the implementation of HR functions. Implementing }
Situationism in mediator, system by achieving these elements can dev

social psychology Strength situation, reliability among empl o

Strength of SHRM strong situation, which reflect uniformity on shar

HR reward system meaning- regarding HR function. This in turn, create:

climate that promotes employee performance
contribute positively on organisational outcome.

Evans and Multilevel theory  Theoritical HPWS; social networks, Acknowledge social context a mediator that links HP'
Davis of social And Knowledge exchange,  with performance. Employing HR practice effective
2005 networks, conceptual work flexibility, enhances organi sationés
exchange research quality and trust, which in turn creates compassiol
relationships, social network that exchanges knowledgeijcliresults
shared mental in facilitating 1tasks accomplishment in a short tin
models, role And that ultimately results in creating a supportive so
making, and context. This affects performance averageboth an
organisational individual and organistion level.

citizenship

behaviour
Becker and Theoretical Theoretical Implementation of HPWS HR system implementation process is the core of
Huselid, and mediator; Strategic new research trend which focuses on HPWS and the
2006 conceptual capabilities, wi t h firmso perfor mance
research Differentiation between  directions; the ability of implementation mechanisms
HR practices and the strategic capabilities result in improvedsources
intended strategy, productivity that turn out to be a competitive advant.
Share meaning for organisation. Secondly, what institutional factor
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limits differentiation on implementing HR practic
from the intended HR system

Fleetwood Scientific Theoretical Lacks explanatory powe The explanation of linking HPWS with organisatior
and Hesketh, approach research performance has to concern under the scien
2006 approach.
Purcell and Empirical 14 company in HR manager, line HR managers have to provide line managers with tc
Hutchinson, study UK manager, tool techniques techniques and methods, in ordergnable line manage
2007 and method enactsHR functionsand insure iis done affirmatively.
This in return, can affect their employees in go@yw
Sunet al, Relational Empirical Hotel industry in  Serviceorientated Considers servicer i ent ated &éor ga
2007 perspective research t he Peop mediator. behavior (OCB)6 mediatir
Republic of China Contextual variables, system of high performance and organisatic
(PRC) Labour market condition, performance.
Business strategy, Taking contextual variables, as moderators, suct
Moderator labour market trend and the filns st r at eg
relationship between serviagientated OCB an«
organisational performance.
Sanderset Adopt strong Empirical  Departments Human resource Defines the ability of HPWS process when sust:
al., 2008 situation and research within 4 management, Employee distinctiveness, consensus and consistency irplisgs,
strength of HR hospitals behaviour, Job practices and routines, can create strong situation
system (for 671 employees  satisfaction, affecting individual perception. Once the strong situa
Bowen and 67 line managers Organisational i s high, it causes posi
Ostroff,2004) 32 effectiveness commitment. In contrast, the existence of str
HRM consultants situation on department fatts organisation leve
causing a climate of commitment.
Bondarouket Social cognitive  Empirical  Case study ina  strategic motivation, The interpretation of SHRM value, nature and rea
al., 2009 theory research construction HRM principles between HR managers and line managers. Diver
company innovation, ActuaSHRM interpretation results in conflict in the process
21 line managers , ownership perception  implementation.
andHR specialist and interest
Zhang and Li, SHRM theories, Empirical 650 firms of Contingencies market Ideal HPWS is related to market trend of performa
2009 universalistic, research pharmaceutical  oriented, univerdestic efficiency.

bundle, and
contingency
theory

companies in
China. General
manager,

approach
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marketing
director, human
resource director,

the finance
mangers
Wei and Lau, Dynamic Emperical Science parkin  HR managers, adaptive Defines HPWS as a adaptive capability that builds
2010 capabilities research china capability asthe mediato e nhances the firmds res
perspective Contextual factor, i ne manager so requirer
Institutional location as a facilitating information.
moderator
Festingand Dynami Theoretical Solve problem, identify  International organisations; in ordernmintain balance
Eidems, capabilitybased and the nature of the problem for standardisation practices and local adaptatior
analysis conceptual HRM systems. A need for balancing capabilities on
2011 research transfer knowledge, process of transnational SHRM. Balancing capabili
communication co revolves on delivering information that requires hi
ordination.Standardisatio communicationco-ordination and experts. The ultima
n practices, Local aim is to transfer knowledge and learning.
practices.
Rupidara and Rational choice, Theoretical HR configuration. HR The dynamic i nteraction
McGraw, institution theory research manager role, contextual contextual factors.
2011 and the micro factors,social network
politics of actors implication
Chow, 2012 HPWSI Empirical 243 managerial Implementation; The role of implementation and organisational culture
performance link. study respondents of  organisational culture. intermediate factors that foster HPWS and performe

different positions
level; top, middle
and front line
managers from
HKT firms in
China

Intermediating factors of
the relationship between
HPWS and organisatione
performance.

relationship

Source:the researcher
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The key findings from the literature concerning HPWS implementation illustrate that
current attempts mainly include theoretical studies. The trend of these studies comes

in response to the skeptical view of the relation between HPWS and organisational
outcomes (Becker and Huselid, 2006). The main aspect discussed is HPWS as a
capability h a t influences a firmbés resources (
them to contribute a better performance. There is a consensus about improving the
strength of HPWS through effective implementation and the implications regarding
creating a strong genisational climate (Chow, 201Bowen and Stroff, 2004;

Sanderset al, 2008; Evans and David, 2005) . T
climate as being the mediator that links HPWS with performance. Shared meaning,
understanding and reliability of the HPVEBategy are the foremost requirements for

the process dfiPWS implementation (Chow, 2018anderstal., 2008; Bowen and

Strof f, 2004) . A arad rhiscolleaguesstudyBtleere dsearlackuok 6 s
investigation of the clarity of HPWS strategy amonghe or gani sati on¢
NeverthelessB o n d e reb al K20089) study is conducted on only one company

and with a sample of 21 managers including both line managers and HR managers.

It does appear that there is a lack of studies relevant to thisltacea. be inferred

from the recent inquiry of researchers that there is a need to shift the focus from a
SHRM structure with an appropriate amount of practices to the process of
implementation, in order to obtain better understanding of the link between
performance and HPWS practices and the existence of the intermediate factors. This
would involve understanding the factors that affect the implementation and how to

manage those factors.

2.3  Line managerHR manager interaction in implementation of
HPWS

Several researchers have investigated the impact of HPWS on employee perception
and behaviour (for exampl&akeuchi, Chen and LepaR009 Wu and Chaturvedi,
2009). Organisational loyalty and job efficiency are two key employee outcomes
investigated by asearchers as these are found to be directly linked with

organisational outcomes and also, probably, because these are easy to measure
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objectively through proxies (for exampleen Hartog, Boselie and Paauwe, 2004).
Research has indicated that HPWS results in increased organisational loyalty (Boon,
den Hartog, Boselie and Paauwe, 2011; Guchait and Cho, 2010) and improved
productivity (Chang and Chen, 2011; Liebal, 2009).

Researbers havautilised several theoretical frameworks to explain these linkages
and one of the most commonlyaastheories for this purpose s$®cial exchange
theory (SET) which was proposed by Blau (1964). The basis of the argument is that
organisations excinge effective HPWS practices with positive attitudinal and
behaviouralresponses from the employedositive behavioural and attitudinal
reactions include increased productivity and improved organisatioratyqgilbert

et al, 2011; Gong, Chang and @ing, 2010; Purcell and Hutchinson, 2007; Geuld
Williams, 2007).

Tsui and Wang (2002) for example, highlight two types of relationship that the
organisation can look to develop with its employees. Thefgobsed relationship
would involve financially corpensating the employees for their efforts while in
organisation focused relationships the organisation aim is/&stnn the employees

and adopta lorg term vision of mutual benefifThe job focused employment
relationship can be considered as a transactional approach which involves using
monitoring and control mechanisms combined with narrowly defined job profiles,
higher levels ohierarchy, centrated decisiormaking, low investmet in employee
training and development, and a cost based approach. HPWS is intended to develop
an organisatioffocused relationship, which is similar to the transformational
approach that involves focusing on employee satisfaction, empowerment and
motivaion. HPWS can help firms in achieving this through HPWS bundles such as
selective hiring, extensive training, competitive remuneration, employee engagement
and empowerment, feedback systeansongst othergRupidara and McGraw, 2011;
Guest, 2011). These mtices (that is HPWS bundles) have a positive impact on
organisational performance as confirmed by research (for exampieb<®t al,

2006; Subramony, 2009INevertheless, those types of relations can be affected by
other factors, which iturn can infllence and/or determine management methods in

dealing with their employees.
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Some researchers have empsasithe role of the line manager in implementation of
HR practices and policies such as HPWS (Hutchinson and Purcell, 2010; Watson,
Maxwell and Farquarson, 2007). Another stream of researchers have investigated
the role of the mechanism of social exchange relationships in effective
implementation of HPWS and consequently in organisational performance {Coyle
Shapiro and Shore, 2007; Shore, Tetrick, @8thapiro and Taylor, 2004). In order

to understand the social exchange it is essential to focus on the actors involved in the
implementation of HPWS. The current stream of research has limited itself to
investigating the impact of the presence of HPWSIlevhi handful of researchers
have gone deeper into understanding the mechanism through which HPWS affects
organisational outcome and mechanisms of implementation of HPWS so as to
improve its overall effectiveness (Guest, 2011; Hutchinson and Purcell, 2010;

Watson, Maxwell and Farquharson, 2007; Purcell and Kinnie, 2007).

One of the key aspects missing from some of the previous research is the role of
actors involved in the implementation of HPWS (Guest, 2011; Hutchinson and
Purcell, 2010; Watson, Maxwell driFarquharson, 2007; Purcell and Kinnie, 2007;
CoyleShapiro and Shore, 2007). Researchers have indeed agreed that
implementation of HR practices should be treated as a shared responsibility between
HR and line manager (for example, Currie and Procterl2&&nwick, 2003;
Watson, Maxwell and Farquharson, 2007; Whittaker and Marchington, 2003) but
few researchers have actually investigated how to achieve this shared responsibility
(Gilbertet al, 2011; Guest, 2011).

2.3.1 Role of line managers in HPWSmplementation

Before moving to the relationship between line and HR managers it is necessary to
discuss the role of line managers in HPWS implementation. Traditionally HPWS is
considered an HRM responsibility and, hence, the literature on the line madage
role in HPWS implementation has only just begun to emerge.

Line managers play a vital role in the achievement of organisational goals by

improving the operationaation of corporate strategy. Managers generally play three
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roles in the organisationadvisory or counselling, service and control roles (Qadeer,
Shafique and Rehman, 2011).

HR functions are generally considered as the responsibility of the HR division but
the modern SHRM model requires involvement of line managers (Hutchinson and
Purcel, 2010; Wright and Nishii, 2007 Line managers interact closely with the
empl oyees on a very regular basis and
than any other individual in the organisation (Cascio, 2006). There is overwhelming
evidence in the ldrature about the involvement of line managers in defigeri
HPWS practices (for exampl&uest, 2011; Hutchinson and Purcell, 200\xtson

et al.,2007; Purcell and Kinnie, 2007; Wit and Nishii, 200)f For example, first

line managers set the targetisat is, goal setting), engage employees in-baleed
decision makingthat is empowerment) and carry out performance appraisals (that is,
for employee motivationand developmept(Lepak, Liao, Chung, Harden and
Joseph, 2006; Noe, 2007; Liao, Toya, Lemaid Hong, 2009). Additionally, line
managers are responsible for HPWS functions such as succession planning and
employee development. The frequent and close interaction with the employees
places the line manager in an ideal position to assess the cajeetiveb and
monitor the progress of the employees towards achieving those objectives. The line
managers engage the employees and improve their participation (Detert and Burris,
2007). If given better autonomy in implementing HPWS, line managers can areate
local HPWS which can lead to differences at branch level or in division level
performance (Bartel, 2004). The whole debate of involving line managers in
devolving HR practices is based on the perspective that line managers are most
capable (in terms aheir proximity to the front line employees) of enhancing the
skills and motivation of the employees through adequate use of HPWS. This, in turn,
is likely to improve organisational outcomes. There is, thus, little argument that front
line employees argital to the delivery of HPWS bundleBliftchinson and Purcell

201Q Guest 2011).

Line managers can play a vital role in identifying possibilities of developing human
capital of the organisations and this human capital is the most significant production
input for most organisationdMright and McMahan, 2011; Croo&t al, 2011).

Ployhart and Moliterno (2013.128) defined human capital asunitlevel resource
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t hat i s created from the emergence of
and othercharacteristics Line managers can enhance both individual level and team
level human capital through efficient use of HPWS bundles such as performance

appraisal, training and developmeniceteraLepaket al, 2006).

The role of line managers can beewed through employee outcomes tsus
employee empowerment (Liaet al, 20M). Empowerment can be categedsas
structural and psychological empowerment (Leach, Wall and Jackson, 2003; Mills
and Ungson, 2003). Structural empowerment referssiet af pactices that involve
delegation of authority and responsibility to employ@éathieu, Gilson and Ruddy,
2006, p97). It involves job design with increase autondiiiathieuet al, 2006).

Line managers can improve employee experience by increasing ofsyichl
empowerment (Buttet al.,2009; Liaoet al.,2009). The link between psychological
empowerment and employee performance can be explained on the basis that the
employees who believe that their efforts contributes significantly to organisational
peformance and who have greater autonomy to carry out their role are intrinsically
motivated and likely to put in their best efforts, which, in turn, is likely to result in
improved productivity and efficiency (Chen, Kirkman, Kanfer, Allen and Rosen,
2007).Empowerment is known to influence performance at both @dimidual and a

team level (Cheet al, 2007; Mathieret al, 2006).

Researchers have empirically tested and found a positive relationship between
HPWS, human capital and organisational perforreaat firm level (Yang and Lin,
2009) establishment level (Takeucki al, 2007) and individual level (Liaet al,

2009). Line managers work with the employees and contribute to their development
thereby improving the overall human capital of the org@ion which, in turn,
improves the productivity andfefiency of the workforce (Lia@t al, 2009). HPWS

is a valuable tool for line managers to achieve these outcomes. It also, however,
requires line managers to possess a certain level of skills armgatioot to do so.
Researchers have found evidence of differential outcomes from similar HPWS
practices in different units/branches and they have attributed it to the capabilities of
the line manager in implemengirHPWS (McGoverret al, 1997; Purcellet al.,

2003; Bartel, 2004). This confirms that the effectiveness of HPWS depends on how
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effectively it is implemented and aldoy line ma n a gsggnifcant rolein the
implementation of HPWS.

Thus, as far as HPWS is concerned, it is a shared respopsibilite line managers
and the HR managers. The relationship between the two will determine the
effectiveness of the workforce.

Modern HR places a greater responsibility on the line managers for undertaking HR
practices and for HR managers to interaxd axchange knowledge and information
with line managers. This expansion of scope of their role has a profound impact on
line and HR managers (McConville, 2006; Renwick, 2003; Hatrad, 2002). Very

little attention is, howear, paid to this aspect (Qeeret al, 2011).

One aspect of the role of HR manager is to ensure that HPWS practices are
implemented as intended; that is, to mirsenthe gap between the intended and

actual implementation of HPWS (Guest, 2011; Purcell and Kinnie, 2007). But, in
addtion, line managers also need to exchange information with HR managers in
order to enhance the | atterds understand
to help HR managers in formulating more effective HPWS practices (Purcell and
Hutchinson 2007; Hutchinson and Purce01Q Watsonet al, 2007; Khilji and

Wang, 2006 Wright and Nishii, 20@; Kinnie et al, 2005). Line managers and HR
managers, thus, act not only as receivers of information but also deliverers of
information. This highlightshte need for social exchange between the two and hence

the need for interaction.

2.3.2 Role of HR managers in HPWS implementation

The role of HR managers has been enhanced, especially in scope and influence, over
thelast decade or so. Sinthrich (1997 highlighted the usefulness of proactive HR
management in successful implementation of business straeggral researchers

have investigated the strategic orientation of HR practices (Mitchell, Obeidat, and

Bray, 2013; Glover and Butler, 2012; Long, Eimand Amin, 2011; Truss, 2009;
Francis and Keegan, 2006; Hailey, Farnda

highlighted how raising the level of HR focus from operational to strategic level can
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prove beneficial for the firnfFrancisand Keegan, 2@) Haileyet al, 2005. On

this basis, HR managers will increasingly be looked to as partners in the process of
formulating strategy(Long, Ismail and Amin, 2011and managing the change
brought about by such activities, improving the quality of admatisin as well as
providing a strong support for employees in the-ttaglay Glover and Butler,
2012.

In the context of strategy Lawler Il and Mohrman (20@3!) noted that

e the HR function must go beyond delivering services,

maintaining records, and auditing. It needs to spend time being

a member of the management team, doing strategic HR planning

and making contributions to organisational design, strategy

development, and stegic change. The strategic position of the

HR professional is one in which the HR manager can exercise

power in the formulation of business strategy
Besides, from the operational perspectiv@resents HR managers as partners with
line managers helpinthem in achieving their goals through constructive strategy
based on codified execution (Reichel and Lazarova, 2013). Reichel and Lazarova
(2013) emphasise the higher power status that HR professionals obt#ie in
strategic partner position as compatedan administrative situation. Thus, they
highlight two kinds of power HR professional must have: potential power and
enactment power. The former resides in the capability of HR department competency
in influencing the top management team in the fornmaof strategy, whereas in
the case of demonstrating their influence ameo r gani s at isthaytbhave out c o

to enact [their] power of competence.

Long and Ismail (2011p.1055 refer to competency as set of behavioural

di mensi ons o perfosnmaecé Isyang {2008pc6H funther elaborate on

the concept of competency and refer to itéasa cluster of relevant knowledge,
attitudes, and skills, which an individual acquires and employs in order to achieve
outstanding performancd-or playing he strategic role effectively, HR managers
require a certain set of competencies (Glover and Butler, 2012). dicaig(2011)

agree and comment that HR managers may need to maintain this competency

through continuous enhancement of their skills. Iny&098 p.61) clarifiesfurther
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and commerst that HR practitioners need to broaden their horizons, seek more
knowledge and information to manage the intellectual capital effectively. This would
require HR managers to be muikilled, selresponsible, visioary and able to

learn, to handle and to lead the organisation to success

Thus, the strategic role of HR requirdse ability to raise the value of HPWS
contributions among organisationdés stake
HR involves inproving the credibility of HR through effective implementation of

HPWS practices (Mitchekt al, 2013). In this respeatlose collaboration with line
management can be effective (Kim and Ryu, 2011). This collaboration should
involve developing interdepimental social capital through measures such as
building of trust through information sharing and trustworthiness of HR activities.

Despite these arguments the recognition of HR as strategic partners depends
significantly on the acceptance &sfeé | egi ti macy of the HR p
role whioch, in turn, is dependent on th
(Hailey et al, 2005). This legitimacy, on the other hand, is characterisethdoy

authority, opportunity, and resources $earch for and adopt innovatijeiPWg

(Mitchell et al,, 2013902).

HR6s strategic role is hindered by the b
(Mitchell et al, 2013; Ulrich and Brockbank, 2005). For example, Caldwell (2003)
emphasised theole of HR as internal consultants to line management. Arguably,
playing sucha consultative role will require HR to possess probkstving and
behavioural skills that will help them assist line managers in achieving their goals
(Long et al, 2011). HR isoften an internal service provider which provides its
services to the line management function through resolution of employee related
issues. In addition, it also regulates the HR policies and practices within the
organisation (Glover and Butler, 2012a€C d we | | 6 s , HoReOepildjcates t u d y
that stakeholders of UK firms commonly classified HR practitioners as advisors and

change agents rather than as regulators and service providerse(ladng011).

The strategic role of HR has thus been strpngbposed by top management
especially those from other backgrounds such as marketing, finance or engineering

(Longet al, 2011). These top managers refts@accept thetrategic partner role of
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HR on the grounsithat it will require HR practitioners foerform a role that they are

not trained and qualified to carry out (Mitchell, Obeidat and Bray, 2013). In the same

vein, Glover and Butler (2012) argue thhkteHR pr act i t i oneess 6 r ol
several disciplines which could lead to complexity and guoibi thereby restricting

their ability to playa strategic role. McCracken and Heaton (2012) interpret this
scenario by showing the level of HRM professiodasedibility as perceived by

their counterparts, which depends mostly on their ability to geounique policies

and practices that can serve the effectiveness of the workplace.

Thus, the strategic position in both strategic and operational stances for HR
managers is essentially due to institutional pressures for the insurance of line

managementmplementing appropriate HPWS.

2.3.3 HR- Line manager relationship in HRM

Rhoelinget al (2005, p. 208) reflected on the strategic positioning of HR managers

and commented that: [M¢ HR function is transforming its focus from the
management of humamesources to the development and maintenance of
organisational effectivenessAccording to (Lengnicidall et al, 2009) the current

strategic state of HRM gives considerable attention to investigating contingency
factors that coul d chahging cole and lhuemanH&soumea n a g €
policies and practices, diverting them from being strategic. On the one hand,
researchers captured different fits for effective HRM strategy. On the other hand,

they investigated aspects that drive the changing HR rolel imdi ng acto
competencies such as HR competency models (Glover and Butter, 2012; Inyang,
2008) and | ine managersodé involvement i n
internal and external business eowiment, and the changing expectations of
stakeholdes (Paauwe and Boselie, 2005; Vere and Butler, 2007). In this event,
devolving HR responsibilities to line managers is highly recommended by pioneer
academics such as Ryu and Kim (2013) who argue that devolving HR functions to

line managers would relieve Hgpecialist from practicing a routine HR functional

role, enabling them to concentrate on strategic HR issues. Moreover, as Guest (2011,

p. 9) reportedit is line managers, not HR managers who implement HRM.
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Recently, the compatibility of expectations between the key actors that formulate and
execute HRM policies and practices (i.e., HR managers and line management) seems
to be attracting the attention of scholars due to the tactical and operational primacies
between the two groups in achieving effective implementation. This trend of research
encourages studying the complexity which usually occurs between the key players in
HPWS and causes difficulties that in most cases prevents practitioners from reaching
effective implementation of HPWS (i.e., SHRM). For example, researchers, such as
MacNeil (2003), raised the difficulties line management face in delivering HPWS
practices on the one hand and also emphasised, on the other, the importance of line

ma n g e r sn@nactioglHR practices.

Evidence from surveys conducted indicate that-Hfie manager collaboration is
essential for organisational success (Cranet, 2006; IRS, 2006a: 2006b; CIPD 2007).
For instance, Ulrich and Brockbank (2005, p. 236) illustiaé¢gartnerships ensure

that, while both parties bring unique competencies to their joint task, their combined
skills are more than the sum of their padd Papalexandris and Panaayotopoulou
(2004:281) note thatompetitive advantage can only resultfréiR practices which

are jointly developed and implemented by human resource (HR) specialists and line

managers.

Although researchers have overwhelmingly supported collaboration between HR

and line managers, practitioners have found it difficult to imglet. Although

Mc Convill eds (2006) findings hi ghlighte
practicing HR responsibilities is one of the HRM source pressures on HPWS
outcome efficacy, however, the findings also stressed the conflict that exists in the
relationship between HR and line management survey data also shows that line
managers are cautious about taking on the additional responsibility of delivering HR
functions as they are worried about a lack of knowledge and competency as well as a
lack of supparin doing so (Ryu and Kim,2013; IRS, 2006b). The HR managers
surveyed in the same research also raise
carrying out HR tasks (IRS, 2006b; CIPD, 2007).

The line managers, thus, face the dual pressure of caoyirtheir managerial tasks

along with HR responsibilities while the HR managers also face the dual
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responsibility of increasing involvement in strategic issues. This often leads to
conflicting situations thereby influencing their crdaactional mobility and ce
ordination (McConville, 2006; Watsoet al, 2007). Noordegraaf (2007) terms this

as hybrid professionalism. In modern organisations, individuals are expected to be
cross functional, that is, they need to acquire cross functional skills. In ttexicoh

this research this would require line managers to acquire HR skills.

One of the reasons why firms fail t o
involvement in HRMis the differencesacross the line manager and HR manager
groups (Maxwell and Wagon, 2006:1160). Most of the researchers exploring the
interaction of HR and line managers have explored it using a behavioural focus,
which is useful in understanding the actions of the actors (Schaap, 2006; Whittaker
and Marchington, 2003). This indicatéhat the engagement of line management in
delivering HR practices rests on the interaction between line and HR managers
(Dorensbosch, De Reuver and Sanders, 2006). This research, thus, focuses on the
factors which influence this interaction and also hbwinteraction between HR and

line managers affects HPWS outcomes.

The research must now progress from merely outlining the outcomes as positive and
negative- this requires qualitative investigation of the perceptions and the factors
that lead to thesperceptions (Cascon Pereira, Valverde and Ryan, 2006). According
to Morley et al. (2006, p.614)devolution of HR responsibilities to line managers is
now seen as something of a defining issue in human resource mangganukent
requires a thorough investigation of how this could be achieved. In this vein, this

research will expand the scope of research related to HPWS.

While HR-line manager collaboration has been highlighted as a key determinant of
effective implementan of HPWS (Guest, 2011), no empirical investigation has
been carried out to understand the dynamics of this interaction, particularly the

factors affecting this interaction.

In terms of organisational relationships, Krackenhardt and Hanson (19934)p. 10
advocatethat social network especially the active relationships ones are critical

components of production in any organisation as the output is seldom dependent on
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individual contributions. It is the team which accomplishes tasks: an individual only
contributes to the functioning of the team. Hence, understanding the relationship
between the actors is crucial in order to develop strategies to improve performance
(Neves and Caetano, 2006; Berninghaus, Ehrhart, Ott and Vogt, 2007).

Although the researchehave unanimously agreed that social exchange between line
and HR managers is essential for effective implementation of HPWS there has been
conflict in the relational characteristics of interacting actors. The social capital theory
argues about the stituecal and relational significance of the social networks in
creating an interconnected social order amongst the actors contained within these
networks (Rupidara, 2010; Smale, 2008).

This is confirmed by Granovetter (2005, p.33) who contendssib@al néworks
usually affect economic outcomesspecially in reference to improving and
facilitating knowledge exchange, and improving trust that underlines collaborative
relationships. Maxwell and Watson (2006) suggest that two kinds of social
relationship may ast depending on the hierarchical level. Relational bonding may
exist at a horizontal level (that is, among individuals at the same hierarchical level)
and relational bridging may occur on a vertical level (that is, among individuals at
different hierarckcal levels). This research investigates the horizontal relationship
between HR and front line managers. This relationship is expected to be horizontal
but may contain elements of vertical relationships because often the
interdepartmental relationships siithrough the involvement of higher order

managders.

2.3.4 Co-ordination between line managers and HR managers

Co-ordination has been cited as a key ingredient of performance (Faraj and Xiao,
2006). Ceordination is essential inrganisatios with task interdependence. In the
case of line managers and HR managers theteasgtask interdependence because
while HR managers develop HR policies aimed at improving employee outcomes, it
is not possible to actually improve the performanceh#l policies are implemented
adequately by the line managers.-@dination can largely be categsd as formal
and informal (Morleyet al, 2006). Faraj and Xiao (2006) suggest that uncertain
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environments require informal @wdination in addition to form co-ordination
while certain environments require formal-aaination. In addition, other factors
such as complexity of business environment, collectivism in organisational goals
also influence the need for informal-oadination (Berninghaust al, 2007). The

key challenge is for high velocity organisations working in a very dynamic business

environment.

Cooke (2006) investigated the-oadination between HR and line managers in the
shared service model which is becoming increasingly common in-malional
corporations MNCs. According to Cooke, the-ardination and ceperation
between line managers can become difficult in the case of a shared HR service model
where HR services are shared between more thadivise®n because in such cases,

the HR focus is diluted. The dilution of focus of the HR manager puts negative
pressure on the interaction between HR and line manager and promotes
standardisationf HR services. At the same time it may lead to intensification of the
line manager's job anday force line managers to undertake tasks at which they are

not competent (Cooke, 2006).

Structural and information asymmetry pressegi organisations into seeking
collaborative relationships within the organisatidreWin, Massini and Peeters
2017). It is essential to develop a cognitive relational bamdbrder to develop
stronger ties which, in turn, are likely to enhance collaboration between actors
(Cropanzanao and Mitchell, 2005). Most organisation challenges can be overcome
through collective aabin; here collectivism refers not only to the individuals within a

team but also that within the teams itself.

It is essential to promote informal and impromptu-ocdination among HR
managers and line managers (Faraj and Xiao, 2006) because it is afpossible

to envision the need for emrdination and hence to formsdiit. Firms can plan for
future patterns in the business environment but it depends on several factors which
cannot be reasonably predicted and hence a more prompt and informal apgproach
required (Granovetter, 2005). For example, in the context of line manager and HR
manager, It i's not possible to predict

deteriorate warranting intervention and hence it is not possible to plan for such
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interventions.This does not mean that formaids interacon should be abolished.
Formalied interaction helps maintain the social bonding, which, in turn, facilitates
informal bonding Gittell and Douglass, 20)2Formal collaboration is useful in
monitoring ad controlling while contextual collaboration is useful in resolving
business issues through | oi nRaragjardtXian ( Do
2006.

HPWS implementation is a complex task because of interdependencies and because
of differences inperspective of individuals (including the employees). This, thus,
requires a more proactive and-promptu approach towards -codination.
Formalisation of ceordination is useful in order to achieve structured objectives but

for unstructured objectivessifich as employee satisfaction) a more contextual

approach towards eordination is required.

2.3.5 Role of reciprocity and trust within the line-HR collaboration

The actions of the individuals are driven by their perception of the situation and their
sef-interest. The most useful outcome for the organisations is when tHatesdkt

of the individuals is aligned with the mutual gains of the organisation. In
organisations, team rewards are used in order to assure that individuals gain only
through colletive efforts and thus, they contribute to the overall achievements of the
organisation (Cropanzano and Migth 2005; Zafirovski, 2005; Wet al, 2006). In

the context of this research, this interdependency between line managers and HR
managers could volve line managers delivering HR practices with HR managers
offering them support to enhance the productivity of their team through effective HR
policies (Cropanzano and Mitchell, 2005). For HR managers to do so they need to
have a better understanding tbe business issueshigh canbe obtained through
adequate interaction. Similarly, line managers need to interact with HR managers in
order to be able to understand the intended outcomes of the HR practices and

policies.

It is essential for this exchange be mutual. For example, in a survey, Renwick

(2003, p.271) found thahe line managers were aware of their responsibilities in

HRM, but saw that HR needed to show a reciprocal commitment to the line in
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general management work als@Berneth, ArmenakjsField, Giles, Wiles and
Walker, 2007) elaborate that a dyadic relationship is based for the most part on the
reciprocity level between the parties. The lack of reciprocity can quash the notion of
collaboration as it probably influences the trust whickdesidered a fundamental
factor in the development of an effective social exchange interaction, especially in
the implementation phase in sharing information anebmeration between the
parties (GouleWilliam and Davies, 2005; Donaldson and O' Tool, 2007

In the light of the forgoing, in order for organisations to obtain effective social
exchange behaviour that benefits its social capital improvement, two elements its
players have to be oriented withgciprocity and trust in a dyadic path (Berneth

al., 2007; Donaldson and O'Tool, 2007; GoMdlliam and Davies, 2005). In
general, a social interpersonal relationship produces those elements of connection.
According to Chensget al. (2006, p. 110) a relational interpersonal relationship
requires intgsersonaharmony and coordination that are more interactive in nature
Thus, management literature usually calls for harmony in the workplace environment
owing to its ability to form trust amongst its groups and parties which in turn can
build a strong rational exchange relationship for better performance (i.e.,
reciprocity among organisational social network groups). Plus, some researchers,
such as Granovetter (2005), emphasise that a strong relational exchange relationship

would be beneficial if it ocag both horizontally and vertically.

Scholars advocating social exchange theory argue thaffactive collaboration

i nteraction relationship between an or ga
considered an essential aspect in the effectiveeaement of tasks and goals (Chen,

et al., 2006; Cropanzanao and Mitchell, 2005frong exchang interactiomostly
depends on the quality of knowledge and information from which people benefit, o

to another thatin turn mayhelpin the production ofreciprocityand trust between
individuals andencourages respectable exchange behaviour (Granovetter, 2005). On
the other handhe formality of orders of power distribution regarding organisational
structural exchange content (Chetral.,2006;Cropanzanao and Mitchell, 2005) can
causeabsence of reciprocity between those paraesl maylead to a lack of
successful progress and raise conflicts (Gitead.,2006; Cropanzanao and Mitchell,

2005). For example, power and resources are required talfifl shared
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responsibilities which may not be adequately distributed (Berredrtal., 2007;
Zafirovski, 2005)and in most parts createsdagree ofobjectivity (Chen, et al.,
2006) and thuscould generatedistance between the people involvddhis could
misplace the condition of trusas key factor in such reciprocal relationships
(Bernerthet al.,2007) and eventually the effectiveness of such an exchange relation
will be lost and badly affect the superiority of testhievement.

In terms of HR andline managers being able to collaborate through HPWS
applications, there are several preferences that could determine the level of-their co
ordination and caperation. Firstly, actions conducted when proceeding with HRM
activities are dependent on therfd perceptions of the actors with regards to their
past experiences (Cranet survey, 2006; IRS, 2006a). Usuallydepends on the

past recognitions and observations of the two parties. For example, the way line
managers recognise HR people in providihgm with instructive and helpful
information eases the enactment of HPWS policies and practices. Additionally, the
evaluation of the transformed knowledge received from HR practitioners has its
i nfl uence on | i n &ittethand Bauglasss@?2). Gheseciotore s (
can play a role in the development of a position of reciprociiternatively, the
accumul ated experience of HR practiti ol
functions to line management, especially where HR people doubt line maré@ager
abilities in carrying out HR responsibilities (Purcell and Hutchinson, 2007ch

and Brockbank, 2009Vhittaker and Marchington, 2003), is another influence on
the exchange content relationshipThus, the quality of the social exchange
interactionbetween the parties involved depends substantially on their constructed

perceptionCasconrPereiraet al, 2006).

Secondly,i ndi vi dual s6 willingness to exchang
partners Berninghauset at., 2007). Commonly, trust and commitmentare two

influential factors that have its implication opeople willingness to exchange
informationabout jol® sesponsibilitiesand goalgBerninghauset al, 2007; Peelle,

2007) Thus, itaffect the strength of the social exchange relationshgpregard to

HR and line managers interaction relationshifis can be achievedwhen both

partiesare committed to their social exchange role and responsibilitsgir, et al.,

2011; Ulrich and Brockbak, 2005; Bond and Wise, 2003).
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Finally, when the expectations of the exchange relationship partners (i.e., HR and
line management) match thetapabilities of an interdependent role in performing
HRM tasks(Nehles, Van Riemsdijk, Kok and Looise, 2006istmay produce co
operation and commitment or may influence their willingness not to collaborate
(Harney and Jordan, 2008). If the results of a collaborative partnership align with
expectations, the partnership is strengthened but in the case of diverganfiets

may arise, especially in diverse teams. Such conflicts can affect both task
performance and relationship commitment (Purcell and Hutchinson, 2007; Nehles
al., 2006). A lack of support from HR professionals may further contribute to
conflicting pressures in the relationship (Nehles,al, 2006). This perception of
conflict can be reduced by pratng relationship normssuch as trst,
communicating intensively and show commitment regards eachre8ponsibilities
(McConville, 2006).

24 Implications of contextual factors on the linkage between
SHRM and performance

Contingency theory emphass the necessity of consistency between an
organi sationos HR strategy, policies
accordance with conditionswhich have equal influence on organisational

performance Andersenet al, 2007).Cont i ngency theoryds bas

there has to be consistency between the internal fit of SHRM practices with the
external fit of business strategy. Its concerngeceéfon the reality, complexity and
conflicts appearing between actors in the operational processes (Bacher, 2007). The
differences between universalistic/configuration approaches and the contingency
approach is that the former admits the relationship éetmHPWS and performance,
while the contingency approach maintains the relation upon the conditional status of
the alignment and synergies of the two strategies on the actual implementation.

Consequently, scholars have deemed that the closer the irfierftaat is, HRM
strategies) with the external fit (that is, business strategies) the better is the outcome
for the organisation (Andersest al, 2007). For instance, the closer HRM policies

and practices are to the organisational strategy of competitivantage, the higher

57



the explicit evidence of employee performance (Caldwell, 2008). According to this
approach, HR strategies are directed and influengedb he f i rmdéds str at ¢
eta.( 2008) di fferentiate between two appr
strategies. They emphasithat when HR specialists contribute in formulating firm

strategy, SHRM centrality is to embrace HPWS of best practices and this ensures
competitive advantage Whi | e when SHRM is formul ated
strategy it follows the internal fit of HR functions in developargl utilisng people
(Aposporiet al, 2008) to achieve its goals. This research assumes that when HR
managers getinvolvedinforul ati ng a firmbés strategy, F

on implementation.

The level of HR specialists/managers contribution depends, however, on several
institutional conditions. For example, top management philosopiggnisatiod s
actorsod6 ,knowtkdgkogy system, organi sat.i
strategy, structure and systemaspospori et al, 2008, Armstrong, 2009).
Researchers, therefore, expand the theory to encompass not only the fit of the HR
strategy with theal §0ormédo dtntatwigtyh  tbhuet ,
management. So, there is a needbfst fit Best fit requires HR bundles to fit with

the organisationbds i nt eopemation wito mgnmageriaint s (
techniques like law regulatory and operatibmanagers) (Armstrong, 2009) as well

as the external fit with the institutional factors (Aposgdral, 2008).

Contingency perspective expands the domain of the contingency theory to include
cultural and institutional aspects as contingent/conditidaedors that can limit the
relation between HPWS implementation andamisational performance (Aycan

al., 2007; Aycan, 2005). For example, Budhwar and Debrah (2001) demonstrated
three dimensions/levels that may affect HPWS practice implementation.

1 National factors comprising national culture, secigture, national
institutions and business environment.

9 Contingent factors including the business characteristics of ownership, size,
life cycle stage of the firm, nature, HR strategy, stakeholders tiaad
presence of a trade union.

1 Organisatioal strategies.
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The discourse on the contingency approach is based mainly on the sociological view.
The opponents of sociologists, cultural researchers and anthropologists define an
organisation as collectivgroups of people gathered to achieve certain goals and
consequently they claim that human interaction is a complex process affected by
several direct and indirect variables (Harris, 2007). These variables distinguish
organisational status by giving meaning power (Kulik and Perry, 2008
According to this meaning, management delineates the level of autonomy,
communication, and rules that mediate interaction. Thereby, -culturists and
institutionalists affirm that differentiation in organisational manageriattices have

to occur, as a result, of the difference
how they view the HPWS dimensioné&lfiond, 2011). Consequently HPWS
formulation and thus implementation could vary among nations, industry sector or

even organisations.

2.4.1 Impact of institutional factors on high performance work system

Impact of external coercive factors on the strategy of HPWS

A contextual environment characteristic is a key factor which distinguishes the shape
and implementation foHPWS within nations, industry sectors and organisations
(Sparrow, Brewster and Harris, 2004)lhese characteristics include culture, social
institutions (such asducational and training centergplitical bodies (employment
representatives) econoniitstitutions such as the labour market, businesses, industry
fields and sectors, and government states and agencies, which are all considered to
be legislative bodies Qllo-Lépez et al., 2011). Contextual environment
characteristics, thereforh,i ghl i ght the i mpact of | ocal
on HR specialists shaping HPWSdoderhanmand Nordhaug, 2010Yhe following

gives details of those factors.

Convergences and divergences in forming and implementing HPWS best practices
are tle main purposes for scholars employing institutional theory. Brewster
participated intensively with other pioneer scholars who carried outa number of
investigations aiming to clarify the convergences and divergences between nations in

forming and implemeimg HRM best practices. They give great support for
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divergences caused by local characteristics, in delineating the forms of implementing
HRM in countries other than America (Suddaby, 20Boewster et al, 2007,
Brewsteret al, 2008) Previous studies skv that because of the differences between
the institutional environmental factors within the two geographical locations, SHRM
is shaped differently according to the local pressure (Rao and Giorgi, 2006; Suddaby,
2010).

National regulative: such as emplyment laws, may relatively influence the size
and role of HRM within organisations. People with an HRM role could be either just
administrative or be at a strategic lev8lrdwster et al, 20(8). For example,
Brewster and his colleagues claimed that messes operating within a corporatist
system of government required a large and proactive HRM department. While, in
nations that have active trade unions, the HRM department can be expected to take a
limited role. Also, the business sector is considereel ohthe greatest external
environmental factors and affects the extent of role and size of HiR&WEteret al,

2007; DiMaggio and Powell, 1983). For instance, technical and finance sectors
operate in a dynamic environment with a highly competitive market (such as the
banking sector) that demands prepared, skilled employees, which, in turn, positions
HRM with great respnsibility.

Scholars and practitioners always claim that businesses are nested in dynamic
evolving environments, which require consistently positive interactions between
institutional actors in sharing meaning with the occurring changes. For instance,
Maurer aml his colleagues (2011) critigid the traditional stance of RBV theory
because it takes only the inner impact into account and ignores the effect of the
external environment, which is particularly short sighted in these days of dynamic
change. Thestudy investigates the role of institutional actors in forming the
economic value of therganisationstrategy. Here the authors expand the resource
based view theory (RBV) by adding the effect of institutional environmental factors
(environmental revolutin). Thereby, the study takes the position that the perception
of institutional actors constitutes their behaviour, which is affected by the social
values, norms, and beliefs (that is, through a cognitive process of cause and effect in
interpreting the reltive variables behind the environmental revolution) (Maurer,

Bansal, and Crossan, 2011). So, when power is personified in the roles of actors that
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make decisions about business strategies, which are saturated with the values and
norms of the external emanment, then the decisianaking is predominately
influenced by the external factors. In contrasternal organisational characteristics

are also considering limits of the SHRM role within organisati@mewsteret al.

(2010) threw light on the regulaty framework of management interest and the
dynamic of change, especially from the economic perspective. This view elaborates

the nationbés characteristic on accepting

Market trend: Different industry sectors wergo different market trends which
influence the strategy and practices within the organisations. For example, the
current market environment is extremely challenging for the banks which are battling
not only huge losses but also significant change inlatigns(Laeven and Valencja

2013 Marquis and Huang, 2010).

Highly competitive environments, directed by mark#iciency criteria, force
organisations to embrace a universalistaidardisatiompproach of HPWS (Zhang

and Li, 2009). Market situation is deemed the most influential environmental factor
that directs economic institutions suchbasking institutions (Brewstet al, 2007).

This is why some asearchers and scholars criticithe universalistic approach,
owing to its foaising on the micro levehternal fit of the technical aspect (Paauwe
and Boselie, 200F:ernandez and Ram&odriguez, 2009nd ignoring the external

fit for both organisation strategy and the relevance of the environments organisations
operate in. Thesby, the opponents of the universalistic approach to HPWS
exacerbate it because of the great possibility of differentiation between firms,
sectors, and national cultural systems on accepting the content of HPWS (Brookes,
Croucher and Gooderham, 2011; Halli al, 2009; Marchington and Wilkinson,
2005).

Fir mbés :Banfieltara gy (2008) argued that the inner culture and context
are critical factors in setting SHRM either traditionally (inner fit of personnel
management) or according to higherfomance HPWP principles. When
management perceives the employees as cost assets then SHRM will focus on cost
reduction and is less likely to follow HPWS principl&dwsteret al, 2010; Katou

and Budhwar, 200). On the other hand, the situation differs when the strategy of the
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firm is established for competitive advantage. In this case, the role and position of
SHRM is considered central and is focused on formulating and implementing HPWS
principles and consegunt | y on developing and enabli
skills to participate in decisiemaking (Brewster, 2006). Accordirtg Yeung and

his partners when a positive attitude exists towards employees (that is, when the
management views their employees @ key resource for the sustainability of
competitive advantage), the orientation of SHRM is towards managing people under
HPWS principles (Yeung, Warner and Rowley, 2008). Accordingly, the philosophy

of HPWS expresses how people should be treated dnddvéHuang and Gambile,

2011).

By analysing the literature concerning external causes it can be inferred that existing
regularity or flexibility at a workpl ac
interest in the market trend and strategy type of diganisation (that is, cost
reduction or innovation) (Guest, 2011). Based on this concept, the departure of
HPWS principles is calculated. In this respect, the current research considers market
condition and firm strategy as power control factors thigcathe shape of HPWS

principles.

From the literature investigating the contextual implications on the relation of SHRM
t o f perfom@asce;the results indicate the necessity of appropriate external
environmental factors as well as suitable interfaaitors for understanding the
planned strategy of HPWS in the process of implementation (Lertxundi and Landeta,
2011). There is, however, also, complicity from the internal factors of the
organisation on the process of implementing HPWS, which affectethdonship
between HPWS and performance. The following section discusses the literature
which pertains to this issue.

Internal factors influencing implementation of HPWS

Paauwe and Boselie (2005) drew on an abstract of 104 articles investigatimi the li

between HRM and organisational performance. The study concludes that some

principles of HRM practices, such as employee development programmes, reward

systems and employee involvement work systems, are considered universally
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successful. The success atdndardisatioof those practices are subject to the inner
context of the organisations that must be considered while designing and adopting
t hese practices. For i nstance, Lepak
differentiation discourse, which categess them into groups according to several
dimensions, including job classification and position (for example, managerial,
administrative, technical, production staff), qualification conditions (example,
educational qualification, degree of professionaliskills and experience), and their
contract recruitment status (for example,-tuthe, parttime job, temporary contract,
expatriates). Accordingly, the designation of HRM practices is different when
dealing with specific groups of employees (Lepak and|S2@02) in regard to the
implementation of each of the HRM activities. As a result organisations can differ in
setting the HPWS according to their needs from their human resources. For example,
front office empl oyees6 Bubordinatessnthe dack b e
offices.

When organisations develop their institutional rules, they rely, to some extent on,
normative and cognitive paths (Budhwar and Sparrow, 2002). The normative
approach appears to be related to the context of the econorpyldiwal conditions.

For instance, industry law, rules and regulations, such as those related to the banking
industry dominate the system of banking sector activities and actors (Marquis and
Huang, 2010). As for the cognitive path, it emerges mainlyher way actors
perceive the values, norms, and symbols surrounding the business. For example,
Huang and Gamble (2011) argued that the way a society perceives power, plays the
role of affecting managerial concepts of delegation (Budhwar ando®pa2002),
autonomy Brewsteret al, 2007), andarticipation and the status of communication

in the workplace (Marquis andHuang, 2010). Eventually, the prospect of deficiency
in HPWS practices is expected.

Normative pressures influencing implementation of HPWS

Normative pressure refers to the pressure exerted by the professional norms on the
organisation (DiMaggio and Powell, 1991). For example, creativity and autonomy
are norms in the video game development industry and, hence, video game

developing organisatics are forced to adopt a decensadi structure. Similarly,
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sticking to established rules and practices is a norm in the mechanical engineering
industry and, hence, the automobile manufacturing industry practices strong

hierarchy and narrowly defined jqvofiles (Hancke, Rhodes and Thatcher, 2006).

Professionalsprofessional norms are probably the most influential institutional
pressures that an organisation faces (DiMaggio and Powell, 1983). According to
Hussain and Hoque (200@.167) the experienceof professionals such as managers
may also influence the design and useof a performance measurement
systemApospori and his colleagues (2008) examined this relationghgt is HRM
practice and its environmerdcrossEuropean countries from the innastitutional

level factors with primary focus on the status of HRM within organisations at the
following different levels: a) the strategic level; b) the HRM positional role; and, c¢)
HRM strategic practices. The strategic level focuses on the clarity bf stRitegy

in defining duties, jobs, and the extent of alignment between HR strategy and
business strategy. The alignment focal point is the validity of HRM practices, which
can be measured according to two trends: firstly, the ability of HRM practices to
develop employees to the level required for competition; and, secondly, the ability of
HRM practices to improve individual abilities and skills and motivate employees to
exploit their potentials. The positional role of HRM defines HR professionals as
partrers (proactive) with management (Van Burn lll, Greenwood and Sheehan,
2011), and having a voice in setting business strategies being considered and HR as
an investment asset or defines HR managers as executives (proactive) who establish
HRM strategies in @ordance with management perspectives. The study also points
out the diversity of HRM best practices (Paauwe and Boselie, 2005; Boselie, Dietz
and Boon, 2005).

In this sensemanagement interest the contradiction between the interest of
management andmployees is a key inner factor that affects implementation of
HPWS. The literature shows a doubtful perspective from researchers regarding a
relationship between HPWS and performance owing to the differences of interest
between individuals and orgaations (Paauwe, 2009; Bosek al, 2009). In this

vein, psychologists critise the economic mainstream by declaring that the concern
of the impact of SHRM on performance should not focus on the objective outcome

only, but the outcome, also, has to be ratgvto workers as well (Legge, 2005).
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Boselie and his colleagues (2009) call for a balanced theory that can present both the
economic side of organisation interests
interests, and associate this balance taiate the link between HPWS and
performance. Similarly Paauwe (2004) argues for an ethical role of HR specialists in
responding to market demands. The balanced approach can provide organisations
with a flexible workplace that can satisfy both organtsatis 6 and empl o
interests. Thereby, recently, researchers have been attempting to focus on SHRM
activities that can enhance individual so
workplace (see, for example, Boselie, 20K@tou and Budhwar, 2@; Aycan,

2005; Gerhart and Fang, 2005). Appelbaum, Bailey Berg and Kalleberg, 2000)
proposed an AMO model and argued that people performed efficiently when HRM
activities enhanced their abilities, motivation and opportunities (the AMO model).
Through actrities such as training and development programmes, incentive system

HR managers promote employees6 desire fo
them with a work environment thdielps in strengthening the bond between the

e mp | operoenange and jebecision involvementThe model duplicates the

same activities of HPWS: as mentioned ea
opportunity for involvement and participation in decisioaking, job and team
autonomy, and decentradiion. This, in fact, immpves the psychological contract

and social legitimacy at the workplace (Boxall and Purcell, 2003). The study
considers HPWS strategic practices including employee involvement and
participation and cultural issues which are likely to be a barrier for\enrsailistic
perspective of SHRM/HPW3.€gge, 2005).

The role of top management in shaping the organisational culture throeigh th
policies is well documente(Munir, Perera and Baird, 2011). Top management can
influence the manner in which organisations undertake change. By showing
commitment and by creating supportive policies top management exerts a significant

influence on the HPWSitrategy of the organisan.

Top management influences the corporate culture which is one of the significant
institutional factors affecting HPWS implementation in an organisation. This
corporate culture influences the beliefs and behaviour of the employees and shapes

the atttude of actors towards implementing HPWS practices adequately.
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Effective HPWS relies initially on the capability of HPWS to establish standards of
behaviour across the firmKétou and Budhwar, 2@). According to Katou and

Budhwar (2Q0), when there is @&onsistency in standard of behaviour of HPWS
practices, mut ual cause and effect on bo
quality of HPWS, practices will increase simultaneously. Such performance
increasing opportunities in HRM functions exist in reeing and development
policies, incentive policies, and a fl e:
participation. Business strategy and élite leadership style are crucial variables in
moderating the HRM atmosphere. Others may link the positionaépoivHRM
professionals in HRM effectiveness in presenting HPWS (Bowen and Ostroff, 2004).

The positional power of HR professionals is a key limitation in transforming
SHRM/HPWS from proactive to reactivéVéng and Shyu2008; Brewser et al,

2007).

The role of managers the literature concerning organisational actors considers HR
managers as regulators for forming and delivering the strategy of HPWS (Becker and
Huselid, 2006; Wright and Nishii, 2007) and the line managers as a proxy for
effective implenentation (Purcell and Hutchinson, 2007). Purcell and Hutchinson
(2007)emphasis¢he role of line manager on SHRM implementation. Line managers

have a considerable subjective impact on employee outcomes such as satisfaction
and commitment. Purcell and Hutoson (2007) examine the actual actions line
managers take to deliver what is formally required in HR policy. Thereby, the study
drew on illustrating three duty aspects for line managers encompassing; managing
people, leadership manner, and the applioatib HR practice. Theoretically, line
managers need to manage people effectively by coaching, learning and facilitating
people missions. On the other hand, employee management also includes employing
HR practices t hat coul d o/exe vbeHawopr, aadnp | oy ¢
incentives and encouragement for people to participate in and enrich their
responsibility. These practices prompt a
behaviour and lead them on a path of satisfaction, with work caganisation

Further orientation is, therefore, always recommended for line managers, to improve
their managing skills (Purcell and Hutchinson, 20@3ge for more details section

2.3.1 Role of line managers in HPWS implementation, and sezt#? Roleof HR
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managrs in HPWS implementation).

Tools, techniques and methods:provided by HR managers are critical to improve
implementation and enhance performance. For example, the literature suggests that
the psychological contract can be employed as a powerful taafldence people at

a micro level (Wright and Nishii, 2007). This is because of the explicit positive effect

of i mplementing high involvement and par
feelings, par t i cul aorganigation afffiidn ang satiséaétionc i t i z
(Purcell and Hutchinson, 2007). This, in turn, can influence the macro level of the
organisation and thus, result in higarformance. As Boselie (201043) pointed

out é theory presented at the micro level as a powerful tool gigethe cognitive

path for individual to derive implications at the group or macro level for
organisation performancerlhis research considers the tools, as a system capability

of HPWS that HR managers can employ in order to enhance line managers as a
resouce. For example, effective communication andoodination between HR

people and line managers can increase the level of effective implementation for the
system of HPWS and its outcomes. Doing so, needs structured methods of
communication, well orgased co-ordination (for example, interdependency and
shared meaning and enhancing their level of leadership by training programmes). By
doing so it is expected that the interaction between the key two players on
implementing the system of HPWS will act effeeti (Wright and Nishii, 2007), in

order to accomplish the goals of the planned strategy.

Formal rules: aretool HR managersan exploit in order to give weight and power

to HR strategy. This involves setting up a system of formal anésregulations fo
controlling people while performing operational tasks according to a faedali
system. It encompasses the formal rules of contracts; observation and sanctions. The
normative mechanism includes the legitimate means of undertaking tasks and
missions as wkas approaches and methods for distributing responsibilities. The
cognitive pillar consists of the shared meaning of the societifor example,
Adhikari and his colleagues (2010) pointed this out to Japanese organisations, which
altered their traditional way of managing people in order to cope with the external
environmental revolution. Their study demonstrated that institutional actors are

pivotd factors in dealing with the effects of institutional factors on the managerial
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practices within the organisation. The study combines institutional theory with RBV
theory in order to enhance our understanding of the concept of articulating a clear
HR strdaegy that includes enforcement through formal rules. Well thought out and
codified formal rules can improve shared meaning among the members of the
organisation. A welblefined strategy based on wsttuctured rules can let the
follower understandcopy, Pllow and comply with the instructions thereby

minimising the gap between the intesttland actual strategy (Adhiketral., 2010).

Shared meaning: the meaning of power, authority and positioning differs between
different national cultures. Accordinglyhe translation of HPWS, in particular,
empowerment of employees may vary from country to country and from one
industry to another and may even diffeetween organisations ihd same industry.
This may happen because of the cultural value of power dest@gfofstede, 198,
industry uncertaintyMeyer andHollerer, (2010 raises the issue of differentiation in
perceiving the meaning of terms, especially when it is fosadland familiarisd in

a nealiberal culture and transferred to another context. @iseussion took the
mechanisms of the socwulture (social, political, legal and economic value) of the
country under observationAg(stria) . The i nvestigation f o
acceptance of the transferred terms according to their translation ofdirasebased

on their institutional professionahlue. When, therefore, the strategy of HPWS has
no clear translation of meaning, the level of interpretation of the meaning will
determine the level of the actual strategy of HPWS practices and a gap istay ex

the actual strategy deviates from the intended one (Wrighesdi, 2007.

2.5 Impact of culture on HPWS

National culture characteristics are considered as one of the contextual
environmental factors that influence HRM practicBse(vsteret al., 2008). Culture

is defined asshared motives, values, beliefs, identities, and interpretations or
meanings of significant events that result from common experiences of members of

collectives that are transmitted across generatigtsuse and Javidanp@4, p.15).
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Among the external factors that may condition the Hp&fformance relation,
researchers have pointed to culture and national institutions as two of the factors that
intervene in the degree of adoption and diffusion of organisational praatices

general (Myloni, Harzing and Mirza, 2004) and, supposedly, of high commitment
management systems or HPWS (Bae and Rowley 2002). The cultural focus indicates

t hat there 1is a need for a countryos [
incorporated as yeanother element of analysis in the implementation of HPWS.
Although HPWS in any country, sector or society acts upon elements associated with

wo r k e r ss motivation dnd opportunitythe cultural context can influence the

combination of policies angractices of which they are constitut€getharf 2008).

In this regard, the indications are that, in spite of findings in connection with the
effects of human resource practices in organisational performance, the effectiveness
of best practicesn nonWestern companies is not yet clear (Rhodes, Walsh and Lok
2008). The ignoring of the link that exists between context and HRM practices can
be the cause of innumerable conflicts and ineffiages@im and Gray 2005; Tayeb
2005). Besides, from thepposite point of view, from a more optimistic perspective,
Newman and Nollen (1996) provide evidence that congruence between national
culture and management practices has positive effects on results. Notwithstanding
this, the same authors refer to thefidiflties associated with HPWS, when they
point out, for instance, that contingent rewsaod employeedparticipation, two of

the distinguishing characteristics of these systems, do not enjoy the same success in
all countries. In this regard, the litereguhas already found some (slight) evidence
that shows a positive or negative association between the efficiency of certain
practices and some cultural characteristics or dimensions. In fact, taking as a
theoretical referenceHo f s t e d-lmowsr medel kthé culture variablecan be
broken down into four dimensions: individualigrallectivism, powerdistance,

uncertainty avoidance and masculidiggmininity.

In this respect the following:describe i/

1. Powerdistance measures the degre¢ acceptance of unequal powerdistribution
within institutions, whethetit is formedsocialy like families or formally as power

within organisations.It shows algbe distribution of powein accordance with the
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organistional structureand the extent of the delegation of authorilofstede,
1984).1t characterises the style of leadership as more autocratic or more democratic
Generally speakingpowerdistanceommonly setsthe waycommunicatiorworks

within anorganisationwhich could be in @op down, mutual or bottom wgirection

The more the management is autocratic with high palistance the more
communication will take the trend of top to bottom. Imitast, with low power
distancesuch ademocratiomnanagement, the commigationaltrend usuallytakes a
mutual direction.Additionally, a higher version of employee participation and

involvement in making decisiort®uld be seenbviouslywith low power societies.

2. Uncertainty/ avoidancetranslateshe degreeof adventure and the presernor
absewe of risk acceptanceH6fstede, 1984). Accordingly, countries with high
uncetainty avoidance will prioritis rituals, routines and procedures in their life and

work.

3. Individualism-collectivism measuresan individual's dependemtindependence
and his/herability in taking care of themselves and their immediate families
(Hofstede 19&4). It shows thestrengtho f  p e emptioraldendencin integrating
into groups such as families or tribegor instancewestern countries are more
individualistic than those in the Arab world, which is charasteriby Hofstede as
collectivist. In term of institutionsn countries charactesed as highly individualistic

peopletend to displayigh performance and high cpetitiveness.

4. Masculinity-femininity: describes the values pertaing to success and
achievement: objectivityersussubjectivity in setting goals, and high assertiveness
versusco-operation. The msculinity stereotypealso represents thealue degreeof
independency and achievementbeharab patterns.In contras the femininity
stereotypaepresents the behaviopatternghatvalue nurturance, sympathy, caring

and modestyn performancéHofstede, 199

Societal values are usually describ&sl one of the cultural functions that represent
the moral behaviour of individuals in both their social and work lifeeflecisas
wellt heir ambitions, anxieties and attitud

and operational method&®esearches, therefore, commonlg mp| oyed Hof st €
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dimensionsto examine a sociefy siature in implementing managerial techniques

and/or activaes.

Institutional researchereowever havecommonly usd cultural factors in crossultural
studiesbecause, it igonsidered as partially influenceg aninstitutiond snvironmental
factors. It does not, however, provi@eholistic understanding for the complexities
emerging within organisation&Schaffer and RiordarR003, especially in attempts to
investigate the status of strategic implementation. Institutional scholars, therefore,
employ the culture value dimension with and throughout the external environment
factors which is recommended instead of refering to culture@falone. Similar to

what Suddabyontende@rganisatiors are the product of common understandings and

shared interpretations of acceptable norms of colle¢Breldaby, 2010:1235).

Scholars point to four key dimensions that organisations must takadobunt when

forming and developing strategies: cultural components of values, beliefs, norms and
management style. These components implicitly and/or explicitly intervene within

the HRM structure, activities and methods (Fernarfées and Ramofodrigiez,

2009; Carney, 2004)Schuler and Jackson (2005) arduthat to aggregate
understanding of advanced HRM or so callWS;environmental factors must be

i nvestigated, especially i n t heir rel at
system. This incldes national culture, social criteria and performance, legal,
political environments and uniaaition, labour market conditions, and industry
characteristics. Hence, practitioners have to adapt to the environmental factors

surrounding businesses avideersafor the successful implementation of SHRM.

The meaningfulness of culture is that it shapes o prheatdlity and behaviouwtue

to the values, beliefgnd attitudeshey absorb from the local cultureConsequently
thevalue priorities of individals represent central goals that relate to all aspects of
behavior(Smith and Schwartz, 199p.79). Values are the fundamengapect that
reflectspeople’s standasdf action and behaviour towards different events, actions
and situations (Forstenlechner, 2010). In addition, values appear to chsgacteri
societies with societal attributes. For example, in countries where beliefs 4n self

reliance are weak or low, diec work can be found at high levels (Forstenlechner,
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A

2010).Man ager s 6 previewirgghe positos of subordinafesvolvement
and participation maglsobe affected upon this premise.

Researchers agree that the notion of SHRM is culturally bdUiagieb, 2005).
Lertxundi and Landeta (2011) examined the relation between cultures, as a
moderator, and the extent of organisations using HPWS for better performance. The
study was conducted in 15 countries. The study findings indicate that the refation
culture in moderating the degree of HP WS
partial. The results do, however, point out that the raitstted feature of HPWS by
cultural differences is communication style, whilst the other practices are not so
muchaffected. These findings are consistent with the findings of Papalexandris and
Panayotopoulou (2004) who conducted a similar study in Greece and found that
culture is a factor with a different set of effects on HRM practices. According to
their study, alture has a determinable and sustainable impact on the communication
system, while compensation and reward systems appear not to be linked with culture.
This indicates that culture may not equally affect all SHRM practices, but there are

certainly some fetors, which are affected significantly by culture (Aycan, 2005).

Powerdistance, according to Hosftede (1995), is the level of acceptance in an
unevendistribution of power with managerial and Rovanagerial persons. Zhang

and Begley (2011) examidehe impact of the level of societal powdistance on

the acceptance of HR practsaef empowerment and team participation. The findings

of the study were in contrast with the previous studies of cultural corstréits

known that low powedistance Bcourages empowerment and team participation,
however, the study also clarifies empirically that high pedistance leads as well

to high team participation. This finding supports the current situd@gsuming that
environmental factors, other than cu#livariables, affect the shape of HPWS
practices such as market orientation and its impact on the philosophy of management

policies and values.

Miah and Bird (2007) attempted to identify both organisational and natoitalal
determinants which influe® human resource management in Japanese businesses.
The findings indicate that eastern organisations might be characterized by specific

managerial attitudes (participative; autocratic), approaches and practices. Japanese
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business culture is different frobusiness culture in the West. Hence, in accordance
with Miah and Bird (2007)western approaches to HRM cannot be used by eastern

companies without adaptation and additional adjustment.

Some authors suggest that the key featdirerganisations to confor to SHRM is

the management philosophy, which allows management to implement a specific
HRM concept Forstenlechner, 2010)n this sense, it is necessary to understand the

i mpact of national cul ture on tm&HRMger s o6
philosophy.A question therefore, arisesp what extent does national culture effect
manager so d e c i teel HRM sphilasophy?s ot é€xanmmplg, evidence
demonstrates that national contextual factors affect the HRM strategic system
(Gerhart, 2008). Acording to Gerhart (2008), SHRM structure, of policies and
system, can be influenced vertically and horizontally by the national culture owing to

the influence values of the poliegakers by national culture. The transition takes
place through the valuesnéedded in policies that have their impact on the HRM
system of activities (for example, staffing system policies, compensation system
policies and so forth) and cause a unified relation between HRM policies, system and
practices that match those valuesthAughit is essentiato takethe role of culture

power into consideration for HR strategy formulation, the necessity for a positive
relation between the organisational internal culture of values and beliefs and the
external values of stakeholders @nother factor that can also affect HPWS
formulation and implementation (Carney, 2004). It depends on the congruent level of
the societybs beliefs in the ideology of

and participation (Guest, 2011).

Budhwar andSparrow (2002), investigate the role of delegating HRM functions to

line managers in integrating HRM strategy with business strategy. The study was
based on a comparative approach between British and Indian business in the
manufacturing sector, and discedghis issue through cognitive theory. The findings

show that there could be a similarity between the two countries within the business
strategy, specifically on increasing the degree of-tmenager sdé6 devol ve
integrating HRM strategy with the finstrategy. But, apparently, the cognitive role

inmanager soé perspectives in both countrie

in their practices. The writers found that personnel managers &alandifferent
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logic of action, according to how th@grceivel influences surrounding and existing
from the businesses6 contextual factors.
these factors to include; labour market, business charactridyinamic, sector,
industrial relations system and national crdtuTo conclude, this study contributes
to recognsing convergence and divergence on managerial thinking ac¢hess
cultural level by revealing the implicatisrof a set of national factors besides the

national culture dimensions.

Most of the HRM resealchas focussed on Western nations and often the managers
in nonWestern nations try to import technical approaches from the West (Tayeb,
1998 p.335). This establishes the necessity to consider both-soltioal factors
(institutional factors) as well asational culture while undertaking formulation and
implementation of SHRM practices. Previous studies from a cultural perspective
have found evidence that culture matters for the success of any imported programme
or technique from the industripldevelogd countries to other locations (Budhwar

and Mellahi, 2007). This course of studies has, however, beensedtias Schaffer

and Riordan (2003) in their mesmalysis reviewstudy contenedhat these types of
studies showed a correlation between culamd the chosen HR strategy, but it did

not show why and how this relation s@ad an impact on HRM practices.
Furthermore, the critique indicates that the researchers have to be aware when
designing their research to incorporate culture into theoreticalefsrks as a

contingent variableSchaffer and Riordan, 2003

Recent literature shows that the cultural factor is a variable natdalways a
constraint (Cookeet al, 2011). For instance, the benefit expected from the local
environment such a®w wagesallows firms to establish a specific set of SHRM
practices to take advantage of this local economic trait. As Whitley (2010) notes,
business can benefit from the local environment and match HPWS by adapting the
local practices and taking a benefit frémeal knowledge, ability, and potential from

the associated complementarities (Whitley, 2@it@d in Cooke et al, 2011)in
forming this set of HPWS.

The previous literature pointed out differences in SHRM implementation of high

performance systentsecaise of the external environmei@llo-Lopezet al, 2011;
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Brewsteret al, 2008;Aposporiet al, 2008).Additionally, cultural trait studies differ

in their opinion of the impact of externahvironmental factors on orgaais i on s 0
practices. The mostbmmon external factors investigated in these studies are: market
condition, | abour mar ket regul ati on,
complementariness, such as educational institutions, training ceatetrsservice
institutions (Hallet al, 2009).

Ollo-Lopez et al. (2011) point out the variance among European countries with
regard to socallednew work practiceswhich actually embrace the underpinnings

of practicing the HPWS best practices of equality, fairness, participation, flat
hierarchy and inovation (Stavrouet al., 2010). The study demonstrates that
countriesd systems may | imit the wvariat.

relation systems supporting the voices of their employees.

Brewsteret al, (2008) summased the disagreements between the universalistic
approach and the contextual approach, by conducting a survey study of 22 European
countries. Their study aimed to examine fheplication of institutional specific

cultureson the diffusion ofstandardisatiomf HRM practices (HPWS) (or what the

authors termed the isomorphism of the HRM universalistic approach) within
multinational and national companies. The study stresses that businesses are nested
within a countryds r egul aandbeliefs. The vebuisc r i b i
indicate no strong evidence of universalistic practice (HPWS) diffusion or
isomorphism rather, rationality is the dominant factor by which management select

HRM strategies. Although the study does point to some mimetic pressiod, can

be attributed to organisatios 6 ®1 i tbeintergsts t anr sompetition,
suchascriptiondid not prevent theauthors feomk nowl edgi ng t hat
institutional characteristics are the dominating factor influencing organisational
act or s orinsadectamg/HRM practices. Accordingly, the literature presents the
institutional effects on organisational practices and strategies in terms of the internal
pressure exerted on an organisationds ac
ofannstitutionds ®lite actors is profoun

creating supportive cultures that ease the implementation of HPWS best practices.
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25.1 Contextual pressures influencing HR managers and line managers

As previously explained, both HR and line managers nedaktovolved inthe
responsibility of delivering HR practices (Holt, Larsen and Brewster, 2003; Cranet,
2006) and in this respect, certainstitutional setting andcultures are more
favourably attmed than others to forming exchange relationships (Lertxundia and
Jon Landeta, 2011). Sudhctorsmay facilitaté or impedethe formation ofstrong
relationships (Takeuclat al, 2007).

All the studies reviewed so far are limited by the fact that fleeys mostly on
factorbased research regarding HRM practices. The studies vary depending on
whether the results atssed onnternal or externainfluences The literature so far
indicates dack of mechanisntbased researcthat studies thenternal insitutional
social structurewith the external environmentvhen implementing HPWS.
Additionally, nost of the existing mechanisbased research on HPWS
implementation hasnargindly discussedthe combination of the micro and macro
level issueson the implemdation of HPWS. The present research, therefore,
focuses on studyinghe dynamic interactionsand the effect of th@rganisatiod s
contextual factors on HPWS implementatidinis study, therefore, aims fil this

gap by investigatinghe institutional ballenges that HRM manageend line
managercould face inHPWS implementation and its consequences for HPWS

effectiveness.

2.6  Summary of the literature review and key finding

This part summases the core messages outlined in the literature reviealsdt
highlights the key issues that form the basis for this research, namely, the research
gap that forms the basis for the inlitteeoraticalframework. In this regard, the
researcher intends to review studies that captured the key factors influemeing t
understanding of the aspects and elements that determine the behaviour and cause of

action within an organisationbés HPWS fr al

The pres n t research draws on @00¢wsggestion and
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regarding organisati@n®rientation as anecessary specification that organisations

have to take into account when implementing HPWS, which consists in the
organi sationds inner setting of structu
research narrows the focus on the actors, system andomment. Hence, the

structure of the literature review chapter contains four key concepts:

the underpinning practices that charaseeHPWS principals;

the impact of lineHR manager interaction on HPWS implementation;

the impact of institutiondlctors on HPWS implementation;and,

the impact of cultural factors on HPWS implementation.

Consequently, the research follows ordered steps to construct the initial framework.

Step one presents the academic foundations for HRMheoraticalnceptualand
theoretical issues are highlighted in order to understand the underpinnings of the
concept principles of the nature of SHRM. The literature elabsrdite numerous
attempts aimedt answering the what, how and why, of HPWS related value in order
to atmin the system of SHRM legitimacy from both schaaasd practitionei®
attention (Arthur and Boyk 2007; Schuler and Jackson, 2R05

Researchers argued that HPWS strength esagben its functions are horizontally

coherent and vertically connected with corporate strategy (Schuler and Jackson,
2005) . Strategic practices have simplifi
and participation as the core aim of HPWS strategic bariBlewsteret al, 2007).

The literature showed that when the HPWS strategic plan precedes employee
involvement, teamwork participation, teamwork autonomy and good communication
(Becker and Huselid, 2006) are likely to achieve higher performance. Tizuite

showed thatstrategic and businessorientatedare the distinctive traits of modern

HRM implementation (Mendelsoet al, 2011; Schuler and Jackson, 20@gselie

et al, 2009).

The literature points out that SHRM differs between firms accordomghe
philosophy and policies of management (exampédue and beliefs), and that the

programme and practices will be affected by those values. Concandnshared
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values and beliefs between managers (HR managers and line managers) and
managers and erfgyees are, therefore, required for a better implementation.

Step two: involves moving fromformulationto implementation of HPWSThe
literature has given a great consideration, when measuring performance, to the actual
implementation othe HRM strategc process, which includes; actors, structure and
environment (Becker and Huselid, 2006; Wright and Nishii, 2007). This is
considered useful in order to understand the relationship between HRM strategic
practices and organisational performance. The lilesattherefore, shifted from
focusing on appropriate HRM policies and practices to a causal chain perspective
(Purcelletal., 2009). That is because, in the first place, the unsatisfactory results of
that research just focus on explaining this relatipmeéacategorsing the bundles of

HRM strategic practices and its added value to performance (Guest, 2011). Secondly,
recent literature pointed out tkilere is a need for extra4tepth investigation at the

micro level of organisatiors to capture thereasons and relative causes of
differentiation between the actual implemented HPWS and the rhetoric planned ones
through the process of implementati(RRupidara and McGraw, 2011;Wright and
Nishii, 2007; Becker and Huselid, 2006). The literature highligtiat the
complexities in perceiving HRM practices from a micro level analysis (HR
managers, line managers and employees) would lead to another trend other than the
oneway relation between HRM and performance and may uncover some interesting
aspects (Wrighand Nishii, 2007 cited in Bondaroukt al., 2009). According to
Paauwelittle attention is given to the way in which HRM practices and policies are
shaped, and to the factors affecting that prod@sauwe, (2004) cited iRupidara

and McGraw, 2011p.175). The literature emphasd a great attention on line
managers as a proxy for effective implementation. Deficiensiesnanager s 0
implementation were, however, highlighted and further orientation for line managers

was suggested (Purcell and Hutchins2007).

Step three sociological literature mentioned that managerial practices differ from
organisation to organisation, depending on how people translate those based on their
beliefs, interest and view of powerdn Buren lllet al, 2011). The literature shows

that congruent interests between individuals and parities within firms is-a pre

requisite for achieving inner harmony and social culture that has a positive impact on
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better implementadn (Paauwe, 2009, 2004; Boselst al, 2009). Cultural

di fferences ar e,

however, a cruci al

interess in implementing HPWS strategic practices (Larigi and Landeta, 2011;

Ramirez et al., 2007). Distributing power is a matter of behaviour cognitively

influenced by the environmental logic demonstrated withirspacific society
(Almond, 201} . Al s o,

relevant determinants of viewing dnexecuting power within organisations.

aspe

e mp | osyaedesoddepolitjcal actlturé are at i on

Communicating and sharing information are limitations with those factors (Almond,

2011).

The following table illustrates some findings from previous research which

motivated investigatiomia the current study.

Table 2.1: Previous research that motivate this study

Authors Study type Description
Mendelsoret Empirical study on Shared meaning between
al. (2011) employee behaviour primary step for ensuring successful HF
implementation
Kinni et al. Empirical study on HR practices are experienced by line manag
(2005) empl oyeesb6 therefore, manager so r

interpreted and enacted by them is considered or
the main factors that influence HRM strate
implementation. This study calls for furth
understanding of how line managers perceive
policies of SHRM.

Purcell (1999)

Empirical study on high
commitment work
practices,
Empl oyees?d

This study suggests answeririge questioné w h
some businesses do adopt this approach and oth
not 6. And why S 0 ply ao
appropriate  HR systems a is important for
researchers to understand the context within wl
organisation apply these bundles. The author call:
further research in the process of SHF
implementation.

Purcell and
Hutchinson
(200%

Empirical study on line
managers implementing
HRM activities

The results emphasize line managers as a prox'
effective implementation of HPWS. This stu
attributed tle gap between intended and actual

strategy implementation to the lack of shared meal
between the HR and line manager. The authors, |
argue that instead of focusing on formulating the ri
practices attention should be paid to the causal c
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which could affect the implementation of HPWS
organisations. The authors, therefore, recomn
further research on line manager orientation.

Becker and  Theoretical and empirical These studies call for further research to improve

Huselid, studies understanding of how intended HR strategy is put
(2006), Wright practice.
and Nishii
(2007)
LengnickHall
et al(2009)
Paauwe Theoretical and empirical These researchers call for furthavestigations intc
(2009); studies actorsodo interest and i
Boselieet aspects of HPWS implementation.
al.(2009)
Guest, (2011)
Zhang and Li Empirical study on This research highlights the need to consi
(2009) performing HRM best contingency variables besides strategy wl
practices organisations design their human resou

management systems.

Rupidara and  Theoretical research on This study suggests that further research into m
McGraw HR managers level analysis concerning institutional reasoning
(2011) professionalism required in order to capture the intended and ac
strategy during HRM strategic implementati

processes. The authors contend that understandir

process in depth would add to our knowledge of

way in which HRM activities are adopted, transla

and enacted within organisations. The study sugc

investigating the agency of actors as an in

institutional pressure affecting the implementatidn

HPWS.
Innocentiet al. Empirical research on Employee experience, perception and attit
(2011) impact of HPWS consider mediater fact®in the relationship betwee

implementation on HPWS and organisational outcomes. It is tl
employee outcomes. essential for us to understand how implementatio
HPWS affects employee perception and attitude.

This research overcomes some key limitations and gaps in previous studies
conducted on HRM praces, particularlyHPWS. Table 2.2utlines the gaps in

existing researchhat this research aims to fill.
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Table 2.2: Summary of the pervious research gaps that this research aims to

fill

Previous research limitation

Previous research

This research discusses

Researchers call for shifting tf
focus from the structure
aspects of HPWS ti
implementation aspects in ord
to understand the gap betwe
the planned and th
implemented HRM model.

Rupidara and McGraw
2011; Bondaroulket al.,
2009; Purcellet al. 2009;
Purcell and Kinnie, 2007
Wright and Nishii, 2007;

Understanding the process
HPWS implementation is essenti
based on HPWS principles
system, actors, and context tf
maintains the operational proce
and the rationality represented
formulation of the implementec
rules.

Most of the literature focuse
on the intended HR practice
Little is, however, known abot
the actual implementation ¢
HRM practices.

Chow, 2012; Hallet al.,
2009; Purcell anc
Hutchinson, 2007; Purce
et al.,, 2009; Wright and
Nishii, 2007; Becker an
Huselid, 2006; Boselie
Dietz and Boon, 2005
Kinnie et al.,2005; Purcell,
1999

Understanding the implementatic
process of HRM will help ir
identifying the factors underpinnin
both effective and imperfec
implementations.

Further work is needed fc

extra clarification on how
HRM can be linked witr
performance.

Micro level analysis is essenti.
for the understanding of th

Guest, 2011; Heneman at
Milanowski, 2011; Guest
and Bryson, 2009 epaket
al., 2006.

Purcell et al.,, 2009;
Boselie, Dietz and Boor

Social interaction can be a ke

variable in successfL
implementation of HPWS. This
involves crosgunctional

responsibility between HR and lir
managers in clarifying HPW!
practices. This could be influence

6causal c hai 2005 Way and Johnsol by the institutional pressures (i
implementation. 2005; Katou and Budhwa normative and regulative rules
2010; Rupidara  ant which in turn, could influence
McGraw, 2011; Wright, sharing of information between HF
Nishii, 2007 and line managers
Culture and institutions Mendelson et al.,, 2011; Actors are influenced by th
influence the implementatior Stavrouet al.,2010; Katou institutional setting of  the
of HRM bundles  anc and Budhwar, 2010 organisation. It is also regarded a:
performance. Extri Subramony, 2009; Comk primary factor in the
explanation from the et al.,2006 implementation of HPWS. Th
institutional  perspective i level of effective interactior
needed. between aors is limited due tc

institutional pressures. This stuc
aims to understand how HlRe
manager interaction is influence
by institutional pressures.

The relation between HR ar
line manager needs ext
understanding along with it
impact on high perfonance
work system outcomes.

Guest, 2011; Gilbergt al.,
2011; Gonget al, 2010;
Purcell and Hutchinsor
2007; Gouldwilliams,
2007.

Understanding the dynamics of H
and line manager interaction

essential to understand the fact
driving their behawur. This, in
turn, is likely to improve share
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meaning between the two there
improving the implementation ¢
high performance work system.

A need for explanation of th
impact of institutional factor:
on the interaction o]
organi sationo:

Bjorkman et al, 2011; Act or 0s i nterac

Boselie, 2010; other inner institutions effects. Th

Dany et al., 2008; Morley study aims to uncover the influen

et al, 2006. of institutional pressures on HR lir
manager interaction.

Few studis view HRM as ar

Boselieet al.,2005; This study aims to investigate tt

organisational orientation. Guest and Bryson, 200¢ connection between syste
Brewsteret al.,2007. (HPWS), actors (HR and lin
manager) and environme
(institutional and cultudaeffect).
Inner environmental obstacle Guest, 2011; Guest ar The r ol e of act
are not yet explored. There is Conway, 2011; Guest anc sufficiently explored in the HPW!
need for further investigatio Bryson, 2009; Brewster implementation literature. Thi
into the relation between HI 2006; Kinniet al.,2005. research investigates how tl
mangers and line managers. institutional normative pressur
driven by other regulatory
cognitive and normative pressure
could influence he relationship
between actors (HR and lir
manager).
Most of the research linkini Kroon and Paauwe, 201. This research aims to investige
HPWS with organisationg Tregaskis et al., 2013; the impact of HPWS
performance ignores  th Alfes et al, 2013; implementation on  employe

mediating effect of employe
outcomes (that is their attituc
and behaviour).

Previous researches are a
criticized for ignoring the
employee perspective on tt
outcomes. Previous researct
have used limited data sourc
and have relied mainly o
managersbo vi e
the impact of HPWS or
performance.

Innocentiet al, 2011; Van outcomes. Data is collected fro

Buren 1l et al.,, 2011; both the managers and tl

Boselie, 2010; Fabling an employees and theoutcome is

Grimes, 2010; Kroowt al., interpreted by triangulating the da

20009. gathered from the managers and
employees.

A lack of pure qualitative
research and excessive focus
positivist paradigm.

Young et al, 2010; This is a qualitative research whic
Boselie, Dietz and Boor adopts an interpretivist paradigm.
2005.
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2.7 Conclusion

The major themes relating tagh performance work syems (HPWS) have been
reviewed. Reviewing the literature was done with the aimnaoferstanshg HPWS
implementation and the relevant perspediirethe first place. Secondly, to identify

research gaps&nd to highlightheimportantareaghatneedfurtherinvestigation.

Organisation orientation (system, actors and environment) in the HPWS
implementation process has not been empirically examined to its full extent.
Commonly, the previous research has exathinely one side of thecausal
mechanism that iseleventto environmentor actor relationships and its impact on
HPWS effectivenesdyut the extenbf examing themplication of combiningtwo
factors ofthe causalchainin the effectiveness diPWS implemetationis yetlimit.
Therefore, his research aims to fill this gap by formulating a noWelorectical
framework focusing on contextual factors as a key faot6tPWS implementation.

By combining the role of institutional factor implication and #ife manager s 0
interaction, this research attempts to extend the investigation of the causal chai
literature in HPWS studies.
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ChapterTh® oFred mewmadr k

3.0 Introduction

Chapter three brings together the findings of the literature review to form the
theoraticaframework. Thus, the focal point of this chapter is to develibhgaratical
framework. Accordingly, this chapter seeks to explain the factors that affect the
implementation of HPWS effectiveness. The purpose of presenting the study
framework is to show the keyonceptgselated to the phenomenander studyand to
recognse the relationship between them. This chapter highlights, therefore, the
academic arguments ohet strategy of a high performance work system and the key
elements for effective implementation in the nature of human resource management.
Furthermore, it provides a classification of the factors affecting the development and
implementation of HPWS, whichre often the characteristics of the organisation and

its environment.

To do this, theheoraticalframework is developed through four steps: The first step
involves defining the scope of HPWS components (practices) and determining
HPWS effectivenessdm a subjective perspective. The second step is to identify the
role of HR and |line managerso6 invol vemen
third step, forms of interaction between HR and line managers are csddgdiine

final step involves classifigg the institutional and cultural factors and their influence

in shaping the interaction between line managers and HR managers in the process of
implementing HPWS practices. Propositions are also developed and treated as

guidance in the stage of data ection.

Thus, the layout of this chapteonsists of eight main sectiarSection 3.1 presents

the theoretical foundation of theory which underpins this research. Section 3.2 is the
development of théheoraticalframework. Section 3.3 defines the scale component

of HPWS practices and its added value for organisations. Consequently, this section,
also, discusses the outcome of the implementation of HPWS based on the subjective

manner concerning employee involvemamid satisfaction. The next section 3.4

84



discusseghe role of actors in HPWS implementatiorsection 3.5 discussdhe

types of interaction between HR and | ine
identifying the modes of actions between HR and line managers in implementing
HPWS practices and the effect of their interaction on the effectiveness of HPWS
implemertation. Section 3.6 addresses and defines the environmental factors
embodied in institutional normative pressures that this research suggests affects the
interaction between HR and line managers in implementing the practices of HPWS.

The following section3.7, contains the proposed model which shows the influence

of institutional normative factors including culture on the interaction between HR

and line managers on implementing effective HPWS practices. Finally, section 3.8

addresses the conclusions agtbhapter.

3.1 Institutional theory

The use of the institutional theory concept in this study is considered helpful in
explaining the conditions wunderpinning a
when implementing HPWS practices according to theatinsinal context of the

Saudi banking sector. I n gener al t he t he
decisions are constrained by the institutions which regulate the sector they operate in
(Farndale and Paauwe, 20(0H@searchers have argued that HPWractices are not

only influenced by organisational actors but also institutional pressures (Bjorkman,

Fey and Park, 2007). Thus, in order to be able to understand the drivers of the
implementation of SHRM practices such as HPWS, it is essential toogesel
understanding of the contextual factors as well as the perceptions and behaviour of
actors. In other words, HPWS research has to be carried out in the context of the
organisation. The context here refers to the internal and external environment in
which the organisation operates. Consequently, researchers have started to look at

the impact of institutional factorsxdHPWS implementation (Bjorkmaat al, 2007).

The concept of institutional theory proposed by DiMaggio and Powell (1983) is a

very commaly used model in explaining the factors that govern organisational
practices such as HRM practices ( Lawddral., 2011; Bjérkmanet al., 2007;
Tsamenyiet al., 2006). Some of these studies are aimed at understanding the
isomorphic pressures that inflinthe formulation and implesntation of SHRM
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practices (Ngoet al, 2011; Lawleret al, 2011) as well as understanding the
behaviour obrganisational actors (Tsamermyial, 2006).

The importance of institution theory is revealed in the designation ofséitution

aghe shared and taken for granted assumptions, which identify categories of human
actors and their activities and relationshigBurns and Scapens, 2Q0p8). An
institution, thus, is comprised of both system and structure, which evolves through
shifts in routines and practices, which change in response to the change in the macro
environment in which the institution exists. Over a period of time the changed
routines becme rules replacing the old ones. Institutions undergo the process of
institutionalsation that is referred tas the social process by which individuals come

to accept a shared definition of social realif¢uthrie et al., 2008 p.3). The
institutionalsaton perspective indicates that the practices within the organisation are
governed by institutional pressures, especially spoidical pressure (Tregaskis and
Brewster, 2006). Thus, a firm will change according to the political, social,
economic, cultudaor any other form of change in its institutional environment.
Additionally, the individuals, who are themselves, sensitive to regulatory and
cultural pressures, also change their behaviour according to theutiosal

environment (Guthriet al, 2008)

Individuals and institutions function according to their own logic and, according to
institutional theory, neither is autonomous. As a result, in order to gain legitimacy
and ensure survival, both must conform to the particular logic that regulaies th
particular environmentAlthough the study of Rupidara and McGraw (2011)
explains the process of HR system configuration, it only focuses on the role of HR
managers and the cognitive alternatives they have to choose for constructing
appropriate HR systns for subsidiaries. There is a lack of explanation of the social
interaction in accepting the adoption of the chosen system; rather the explanation for
the embeddedness has been described according to the institutional logic dominating
throughout the sudidiaries. The researcher, therefore, sees the importance of further
research to highlight the process from an inner perspective to capture the process of
acceptance and adoption from other institutional actors. This research seeks to
understand the reianh between HR managers and line managers in translating the

formulated strategy in practicénstitutional theory aims to establish a linkage
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between behaviour (both individual and organisational) and institutional factors
(DiMaggio and Powell 1983; Takehni et al, 2009). According to institutional
theory, the structure, systems, practices and individuals within an organisation are
shaped by the expectations of the stakeholders and by the perception of what
constitutes being acceptable within the insiodl environment (DiMaggio and
Powell 1983).

Isomorphism isa constraining process that forces one unit in a population to
resemble other units that face the same set of environmental condiDiomsggio

and Powell, 1983, p.149). New Institutional Theby Dimaggio and Powell, (1983)
illustrated these pressures as coercive, mimeticreormative. According to Peraj

al. (2008) isomorphism within and across organisations may follow either of two
distinct pathways. The first comes about as a reswowipetitive pressures arising
from the environmental selection process in the effort to become homogeneous,
whereas the second can be seen within organisational homogemeigsults from
efforts to gain legitimacy from those same pressures as set otiteiNew

Institutional Theory.

In the light of the forgoingnstitutionalisomorphism can be categead as coercive,
normative and mimetic isomorphism. Coercive isomorphism relates to isomorphism
that has come about due to political pressures (sutdwas rules and regulations).

In this case, firms are coerced into accepting the institutional pressures. Normative
isomorphism involves accepting the prevalent social practices (Lawrence, Suddaby,
and Leca, 2009). Mimetic asnorphism involves imitatingompetitors in order to
nullify any gains that a competitor may be trying to achieve through differentiation

(Lawrenceet al, 2009.

As far as the concept of culture is concerned, institutional researchers, in explaining
the concept ofnstitutionalsation (Sekiguchiet al.,201Q p. 136 comment that the
institutionalisation process is @ultural and political one that concerns legitimacy
and power much more than efficiency aldoegitimacy is, therefore, conferred upon
organisations which conform to the norms and expectations of the society. Thus,
firms may not only look at achieving operational efficiency, they must first achieve

legitimacy, that is, the licence to operate witttie society.
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Since the political, social and cultural environment is different in different nations so
the firms operating in different nations will face different institutional pressures
(Suddaby, 2010; Pengt al., 2008). This is one of the reasons ywhractices
developed in the context of one country may not be applicable in other countries (as
argued in this research). The organisational response to any institutional pressure is
an outcome of a series of interactions between organisational aetogs)g from

top management to front line employees (Suddaby, 2010). Thus, organisations adopt
practices which are considerazhitimate by the society (Broeket al, 2011). This

Is essential for organisations to survive and succeed. Firms can adogl seve
approaches to institutional pressures and the response chosen depends on several
variables, especially the competitive positioning of the organisation and its
bargaining power over its stakeholders. Tdoncept of nedo nst i t uti onal
usefulnesshas beerelaborated and defended by scholars and intellectuals in their
preference for adopting nawostitutional theory rather than culture theory in cases of
explaining managerial performance and strategic choices limitation of the same
industry or field within the context of a particular culture or country
economy(Brookesgt al,201] p6). Brookesand his colleagues noted thatg]core

of new institutionalism is an emphasis on the pressures on firms to acquire and

maintain legitimacy in relation to thenvironmen{Brookeset al,, 2011 p.7).

Unlike most of the previous research, that ignored the impact of institutional factors,
this research supports the view that institutional factors can be used to explain the
interaction between actors and theglementation of HPWS. It extends the research

of Ngo et al. (2011) who used institutional theory to explain variations in HRM
practices. Here the researcher argues that institutional theory is based on the concept
of legitimacy. According to this logic, ganisations tend towards the values and
norms of their institutional environment in order to achieve legitimacy and access
resources, essential to operate in a particular business environment. Thus, the firms
which exhibit greater sensitivity to institutial factors are likely to be more
competent (DiMaggio and Powell, 198Bawler et al, 2011). While a firm may

have a different strategy to its competitors, the manner in which this strategy is
implemented across the organisation is likely to be inftedrby institutional

pressures.
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3.2 The development of theaheoratical framework

Thetheoraticalframework sets together the HRM concepts of HPWS models, social
interaction theoriegogether with an institution concept from which an analytical
framework could later be developed. Hence, the researcher identified several
important shortcomings from a thorough review of existing research into HPWS
implementation and the role of HR andd managers on the link between HPWS
and organisatioal performance, and finally from the literature conducted on
institutional factors and HPWS practices. Typically, these limitations have structured
the focus of the current research. These gaps, asometh earlier in both chapter

one section 1.3 (research ggpd chapter two, in table 2(@ummary of previous
research gaps that this research aims to fill) can be bundled in the following three
categories; firstly, HPWS implementation and its impattorganisational outcome
and, second, actors interaction (HR and line managers in the implementation of
HPWS). The third taxonomy is the institutional factors and their impact on the
implementation of HPWS through HR and line manager interaction. Acgbydin
these three taxonomies are focused upon irthteeraticalframework presented in
figure 3.0 It is worthto emphasiséere that, in thisnvestigation the combination

of the interaction of HR and line managers and institutional factors are codsidere

be the intermediate contextual factors influencing HPWS implementation
effectiveness. Here, the effectiveness of HPWS reflects the ability of HPWS
implementation by HR and line managers in improving and/or influencing
empl oyees O at tiontanddleis involMfemest,awhichs thearesearcher
terms here as HPWS effectiveness. The following sections discuss each of the three
taxonomies, and relative key factors that have an effect on the effectiveness of

HPWS implementation.

3.3 Effectiveness of igh-performance work system (HPWS)

Building on the existing literature, there is no consensus between scholars on HPWS
constituents (Chow, 2012). Thuhkjs part of the framework seeks to identify HPWS
components and to understand their added value emsagions. This section of the

framework also partially answers the research objectivetfl.anderstand the nature
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of high performance work systems in a specific contdkipoks more at thevhat
and whyof the implementation of HPWS practices.

Most of the prior studies have highlighted the strong links between HPWS and
organisational performance. The main focus of previous researchers has been,
however, on the content of HPWS (see section 2.2.3 SHRM theoretical approaches
and section 2.2.4 HigtPerformance Work Systems) and on how appropriate
practices could influence organisational performancéipely (We and Lau, 2010;

Wei et al, 2008; Akhar, Ding and Ge, 2008; Anderseh al, 2007; Combs, Liu,

Hall, and Ketchen, 2006; Wright, Gardnerpyhihan, and Allen2005)

Consequentlythis research, in order, to clarify what is HPWS and its package of
practices, embraces the definition of HPWS as mentioned earlier in chapter &wo, as
group of separate but interconnectadman resource (HR) practices designed to
enhance empl oy e €Takéuchsekal., RA0O%p. 1869)d The dhdice of t

HPWS practices isonsistent with previous judgments about the core functions of
SHRM, which arerecruitment and selection, pdgr performance, incentiveased
compensation plans, rigorous performance appraisal processes, and training in both
generic and compangpecific skills(Takeuchi,Chen, and Lepak, 2009; Boseb¢

al., 2005; Paauwe and Boselie, 2005). The merit of HPW3asjever, in its
principles on which HPWS theory encourag
Huselid, 2006). To this end, it may be useful to address the specific practices of
HPWS to better understand whether the implementation result of each practice
affects t he perception of empl oyeesd S
according to previous studies, it is essential to assess the overall results of the
interrelated association of these practices in creating reinforcing conditions that
support epl oyeesd opportunities, mot i mtati on
or/and patrticipation (Bailegt al, 2001). The following table underlines the meaning

of  the HPWS practices  this research intends to  analyse
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Table 3.0: The practices of high performance work system (HPWS)

Authors

HR Practice

Category Description Actions andresponsibilities

Guest, 2011)anse &n Staffing and selection Extensiveness of procedures to evalue Careful selecting and hiring. High consideration

Rensburg an&oodt,
2009;

relevant knowledge, skills, and abilitesc andi dat eds techni cal a
for job fit andorganisatiorfit. An undertaking insures talent and hiring capa
Recruitment approaches always reflec people Performancédased promotions career
the level of HPWS effectiveness on  dewlopment. High care of internafrecruitment
motivating and developing development, while external recruitment requi
organi sations® hu rigorous and careful hiring for the bgstoplein the
labaur market. The domain of this practice can
solely to HR department or a combination between
people and line management of othgpatéments

Farndale and kelliher, Performance appraisa Key driver for organisatios success. The us age of PA i s t o
2013; (PA) Usually, based on accurate methodsaper f or manc e ; t o under |
Papalexandris and criteria in a formal manner. the training, promotion and payment (i.e. salaries, bont
Pangotopoulou, 2004; charactegation of selectionand and benefits).
compensation policies sketch PA Mutual trust (employer i employee relationship
activity efficacy. Used as a tool for increases motivation and satisfaction level
employees development. employees through constructive and prope
A tool management can use to gain communicated feedback. Wselefined performance
employees satisfaction and standards.
commitments. Its validity and reliability The domain of this practice is mainly related to |
are based on well specified performan managers. Reviewing and monitoring arerelated to
standards manager
Mendelsoret al, Employee Empowere mp | o respensibility and Clear communicatin about organisation's mission a
2011;Gilbertet al., participation access to resources. vi sion as wel |l as indiyv

2011;Harley, Sargent

Good allowance of information sharing foste
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Authors

HR Practice

Category Description

Actions andresponsibilities

andAlley, 2010;
Subramony, 2009
Paauwe ,2004

knowl edge transfer with
Participative ranagement allows employe
involvement in job decision making and delega
authority to them to make decisions.

The area of this activity is pdominately transmitte:
by line management. HRvithemployees champio
role is required in this area of practice.

Azzone and Palermo,

2011

Budhwar andebra,
2001;Armstrong,
2009; 2001

Compensation

Performanceontingent pay, group
based pay, and abowgarket pay

policies.

Market position and industry character
could play a critical role for

organisatios to correlate compensatior
system with performance. Clear criterii
links targets with performance apprais

and reward system

HR people insureprofit/gain sharing, comparativel
high level of pay, Performanamntingent pay
individually as well as teafhased pay.

Endorsement of competitive pay assures retentic
the most talent and skilled members of staff. Pron
Internal promotion.

The donain of this practice is a combination of lit
manager evaluation and HR strategic ¢
administrative roles.

Schuler andlackson,
2007; Combet al.,
2006;Armstrong,
2009, 2001

Training and
development

Extensiveness programs
and transforming knowledge, skills, an
abilities forboth ndi vi

in developi

dual

enhancement and quality of work.

Technical and interpersonal
cross training
Training for
employees.
This practice Responsibility of this practiselocated
between line manager and HR. The former
evaluating individual abilities and the later rdieing
strategic and administrative.

both new hires and experienc

Sourceadapted from Evaand Davis, (2005,p760)
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The literature has highlighted the complementary role between HPWS practices in
order to gain legitimacy and credibility. For example, Subramony (2009) suggests
complementarities in the components could lead to a posistemlevel. The

|l egiti macy holds that the design of HPV
ability motivation and opportunity for performance by means of a satisfied
expectation of the perceivers (i.e.amagers and emplyees) (Takeuehial., 2007;

Nehles, Van Riemsdijk, Kok and Looise, 2006). Subramony (2009) further
emphassed that the bundles in HPWS have to be complementary to each other and
unless all bundles are implemented the cycle is not complete and the outcomes are

not realised.

The literature has pointed out that the implication of HPWS on organisation
performance can be described as hawirgct and indirect consequences (Chow,

2012). Researchers do however argue that HRM has both a subjective and objective
impact on the pedirmance of an organisation (Paauwe, 2009; Schuler and Jackson,
2005) and hence it is essential to evaluate both the subjective and objective roles of
HRM in the achievement of corporate objectives. Consequently, authors caegori
firmds p e rofobjectme and subjactivé performance (Apospeti,al,

2008; Paauwe and Boselie, 2005). The former is usudHyecto the macro level

(i.e., organisational levé] while the latter is connected to the micro level focusing on
individual benefits (Paawe, 2009). Objective performance usually indicates an
organi sationdéds economic outcomes (e. g. .
market ratio; and output measures, such as higher production with better quality and
efficiencies) (Paauwe, 2004). Typlty, subjective performance is an explicit and

implicit connotation that affects human resource input and outcomes (e.g.,
empl oyeesd stances, feelings and behavio
commitment and income) that eventually produocsitive results in organisation

outcome (Kroonet al, 2013; Tregaskist al, 2013; Alfeset al, 2013; Innocentiet

al., 2011; Van Buren lllet al, 2011 Boselie, 2010;Fabling and Grimes, 2010;

Kroon et al, 2009; Aposporet al, 2008). For exampl Guest (2011) and Boselie

(2010) found that HPWS has a positive impact on performance through improvement

i n employeesd participation and invol ven
Buller and McEvoy (2012p52) posit thatin organisatiors stock of human capital

(i.e., its collective capabilities, competencies, KS&slargely a function of its
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recruitment, selection and training practicRles et al. (2013) agrue thathe
employee outcome mediates the impact of HPWS on organisationahwsgc For
instance, if employees are motivated and satisfied they will be more productive

thereby enhancing productivity and efficiency.

Recently, for several reasons, considerable account has been given to examining
empl oyeesd per s ptargetsiofvamys HR skategiesstate yconsiderth e
(Brewster, Gollan, and Wrigh2, 0 1 3) . Secondly, empl oyeesbd
as a moderating factor contributing to the effectiveness of HPWS outcomes and their
added vale for organisations/@an Buren lll et al., 2011; Boselie, 201(abling and

Grimes, 2010; Krooet al.,2009). This research, consequently, focuses on employee
outcomes rather than organisation outcomes in general. In this sense, the current
study is going to consider, firstly, to what extansuccessful mechanism of HR and

i ne manager so i nteraction (as an I nt e
effectiveness of HPWS practice implementatiatditionally, the effectiveness of

HPWS practice implementation is determined by the quality ef mbsult of

empl oyeesd6 satisfaction about HPWS pract
how employees perceive those practices (helptulunhelpful/ manipulativevs

beneficial) and do those practices provide the essence of employing HPWS (i.e.,

i mprove empl oyeesd i nvol vement and part
argument, little is known regarding the interaction of HR and line managers and the
way t he associationos application of H
(Brewsteret al, 2013. Hence, this study argues that the effectiveness of HPWS can

be relevant to employeesdé satisfaction al

Although, prior researchers focused on the social interaction benefits in supporting a
desirable reaction from emplog® through social exchange the¢@ilbert et al,
2011;Gonget al, 2010; Purcell and Hutchinson, 2007; GeWdlliams, 2007) the
theory did not, however, explain why the action mechanism of the individuals

involved (i.e., HR and line managers) forme tvay it does.
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3.3.2 HPWS implementation

Recent consideratioof attempts to explain the relationship between HPWS and
firmsd per f or mangdhe interimediate mechanism thyugh which
HR management contributes to better performaiidrewsterelal., 2013; Chow,

2012; Guest, 201Beckerand Huselid, 2006)). It is believed that implementation

is a crucial mediator factor to this linkafféhow, 2012 Beckerand Huselid, 2006).
According to thedefinitions of implementationmentioned inchapter two (see
section 2.2.5 high performance work system implementation), this research views
HPWS implementation #s sum total of the activities and choices required for the
execution of a strategic planét aeputproces
into action(Srinivasan, 2008p.141). The meaningfulness implicit in this definition

is as Chow notesluccessful implementation involves ensuring that the HR practices
actually do what they are designed to do. Good intention needs to be supported b
translating it into action(Chow, 2012p.3117)

Although there is evidence from the literature that quite a range of studies conducted
on examining the package of appropriate practices of HPWS and their positive
influence onorganisatioal performance (for more evidence see section 3.1.1 of
chapter three). The focus now is, however, shifted to HPWS implementation and its
effect on producing efficient results (Chow, 20B2ckerand Huselid, 2006; Guest,
2011; Wei and Lau, 2010). An incegag amount of research denotes that in order to
obtain indepth understanding of the linkage of HPWS with performance there is a
need to shift to a micro level of research (for more details see chapter two section
2.2.5 high performance work system impéntation). The conclusion of that
section, in chapter two, contributes by showing that the growing appreciation of the
importance of studying implementation is due to answering how HPWS contributes
to performance in the first place and the mechanism behiadelationship. It is

also worthwhile to declare here that the changing course of research has been due to
the skeptical view of the studies conducted on the relationship of HPWS and
performance because they malfunction in giving a satisfying ansviike tquestions

of why and how this relationship arose (Becker and Huselid, 2006). Thus, the
previous attempts on implementation tried to explain that through effective

implementation the creation of a stroogganisatioal climate can be obtained,
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which in turn can strengthen the reliabilty of HPWS among the targeted
stakeholders for better performance (Chow, 2@ahderst al, 2008; Bowen and
Stroff, 2004; Evans and David, 2005)

Mainly, social exchange theory, contingency approach, relational guéirgp and
dynamic capabilities perspective are the theories employed in this trend of research
(for more details see chapter two tabl®. Ztudies on HPWS implementation
performance relationship). These theories are, however, worthwhile endeavors in
demastrating the benefits of the social effect of implementation on performance. In
general, these types of studies advocate strongly that effective implementation leads
to better performance (Chow, 2012; Becker and Huselid, 2006). Thus, this research
follows previous attempts to investigate the implementation but instead focuses on
the intermediate condition factors that shape implementation and eventually affect

performance

One of the researadbjectiveswvas, therefore, to investigate the impact of the relation
between HR and line managers on the implementation of HPWS effectiveness
related to employeesd satisfaction and
this current study has given greatnsmleration to whether the HPWS practices
implemented are aimed at achieving the same goals at both planning and
implementation stage. Implementation of each and every practi¢¢P@iS (as
mentioned in table 3.6he required actions from HR and limanages on the
process of staffing, employee evaluation, compensating and training) will be
evaluated against the intended outcome to see if there is a gap in direction at the
planning and implementation stage (Liagt al, 2009; Podsakofiet al, 2009).
Hence therefore, the researcher proposes:

Proposition 1: Effective implementation of HPWS practices has a positive and
significant impact on the performance of the organisatianf@asured by employee

outcomes).

In order, to understand the implementatiotd&®WS from a macro level perspective,
the literature recommends that the occurrence of HPWS trends should be understood

through two lenses; macswocietal and market criteria and the consensus of the
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innersociety practices of the firm (Rupidara and McGr&2@11). The macro level
has a considerable influence on the shape and formulation of the strategy of HPWS.
The process of HPWS implementation can, however, be interpreted more precisely

from a mico level perspective (Bondaroek al, 2009 Kinni et al, 2005).

Despite the acknowledgement df P WS 6 s uni ver sal approac
organisatioal performance (both objectively and subjectively) this is regardless of

an organisationdés envi r on maeegyt(Raduwe; 2089r act e
Goocerhamet al, 2008; Huselid, 1995; Pfeffer, 1994). This, however, was not
conceded by other scholars especially those who advocated the contingency
approach of HPWS owing to the micro level approach HPWS is associated with
(Boselie et al, 2005Fernandezand RamosRodriguez, 2009)The critics focus

mainly on the philosophy afternal fit underpinning the universalistic/configuration
approach that is concerned with practice
employ HPWS bundles in a coherent sgstéet i c approach 1 and
organisation strategy and the relevance of the external fit of the environments
organisations operate in. Thereby, the opponents of the universalistic approach (i.e.,
HPWS) are exacerbating any shortcomings because of rée gossibility of
differentiation between firms, sectors, and national cultural systems on accepting the
ideology of HPWS(Brookes et al, 2011; Hall et al, 2009; Marchington and
Wilkinson, 2005).

In this respect, several authors have advocatedttlaisnalapproach. For example,
Purcellet al. (1999) and Paauwe (2009; 2004) suggested that while there is a need to
investigate the practices of SHRM there is a crucial need for understanding the
circumstances of applying these practices. Several @uffty example, Becker and
Huselid, 2006; Wrighand Nishii, 2007; LengnicKall et al, 2009) have suggested

that in order to improve the effectiveness of HPWS practices we must focus on the
operationalisation of these systems, that is to move the &veag from designing to
implementation. This research adopts the view of contextual factor influences on
HPWS practices. Consistent wiBrookeset al. (2011), Hall et al. (2009) and
Marchington and Wilkinson (2005) this research considers the impactitdtiosal

factors on the implementation of HPWS. But, in addition, this research also
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considers the role of actors in the implementation of HPWS in an organisation as

discussed in the next section.

It has to be acknowledged that the function of the HP¥@8sequence within
organisations is loaded with difficulties and limitations. In particular there are

l i mitations in explaining the phenomena
interactions as an inner institutional factor affect the outcome of HPW/SHR and

line manger) (Gilberet al.,2011% Kim and Ryu, 2011Sanders and Frenkel, 2011).

But of equal significance are factors
interaction that are a product of some unique institution circumstances that could be

best explained through institutional perspective.

3.4  The role of actors inthe implementation of HPWS
effectiveness

The secondkey constructof factors iscategoried as the role of actors in the
implementation of HPWS effectiveness as shown later in figuxeTBe two factors

identified in thiscategoryare HR nanagers and line managers.

Formulation of a comprehensive strategy is a difficult task but even more difficult is
implementing this strategy (Hrebiniak, 2006). Purcell in both his studies (Pamcel
Hutchinson, 2007; Purce#it al, 2009) suggested that one of the key reasons for
failure of HRM strategy is the difference between the intended HRM strategic
practices and those actual implemented owing to line managers' interpretation and
the consequent implementation of these prastic

In this respect, Rupidara and McGraw (2011) called for a micro level analysis in
order to capture the intended and actual strategy during the HRM strategic processes.
The authors noted that this would help to unravel the discourses of shaping the
intended strategy of HPWS by various institutional reasons. Besides, understanding
the process in depth would add to our knowledge the way HRM activities adopt,
translate and enact within organisations. They suggested investigation of the agency
of actors agn inner institutional pressure affecting the implementation of HPWS.
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3.4.1 Line manager involvement

The literature concerning HRM actors such as devolution literature considers HR
managers as regulators for forming and delivering the strategy of HB¥¢Ber and
Huselid, 2006; Wright and Nishii, 2007) and line managers as a proxy for effective
implementation Earndale and Kelliher, 20L3Purcell and Hutchinson (2007) elicit

the role of line manager on SHRM implementation. The literature shows tkat lin
management is an important element for any successful HR strategy (Stanton,
Young, Bartram and Leggat, 2010). This i
abilities and skills talent and their behaviour has a considerable subjective impact on
employe outcomes such as satisfaction and commitméoir{g et al, 2010)(for

more details see chapter two, section 2.3.1 Role of line managers in HPWS
implementation) this section explains why a line manager is important in the

implementation of effective HPWS

For example, Purcell and Hutchinson (2007) examined the actual actions line
managers take to deliver what is formally required in HR policy. Thereby, the study
drew on illustrating three duty aspects for line managers encompassing: managing
people; leadrship manner; and, the application of HR practice. Theoretically, line
managers need to manage people effectively by coaching, teaching and facilitating
people missions. On the other hand, employee management also includes employing
HR practices that codl devel op empl oyeesbd skill s,
incentives and encouraging people to participate anccherthieir responsibility
(Keegaret al.,2012; Liaoet al, 2009; Lepalet al, 2006). These practices prompt a
posi ti ve i mp acognhitiooand leempidurcapddeadtidiem on to a path of
satisfaction, with work and organisation. Further orientation is, therefore, always
recommended for line managers, to improve their human resource management skills
(Brewsteret al, 2013;Guest, 2011Gilbert et al, 2011;Purcell and Hutchinson,
2007).

This research focuses on the interaction between middle and first line managers and
HR managers. A senior manager of a department and/or business unit within a firm
is classed as middle management. Whiine management has a variety of

definitions, for the sake of simplicity
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definition of first line management as that which deals with front line employees: the
last in the hierarchy of management. First line mamagteract directly with front

line employees and have a vital role to play in the implementation gfdH&es and
practices (Stantonet al, 2010; Watson, Maxwell and Farquharson, 2007,
McConville, 2006).

3.4.2 HR professional involvement on HPWSmplementation

In the literature on the HR professional mechanism on the success of HRM, HR
professionals competencies are considered as focal moderator factor affects in the
successful implementation and delivery of HR strategies (this after HPWS)
(BjoHkman et al, 2011 Long, Ismail and Amin, 2011; Inyang, 2008; Ulrich and
Brockbank, 2005; Lawler IlI and Mohrman, 2003). This concept is widely
investigated from an HPWS and performance relationship perspective (see chapter
two, section 2.3.2)Recently, he studies investigating professions as an institutional
factor have improved the current understanding of healthier HPWS implementation
(Sanders and Frenkel, 201Gpllan, 2012;Han et al, 2006; Kim and Ryu, 2011).

Han and his colleagues (2068)amined HR competency and its beneficial results in
improving the performance of both line managers and employees. Their study
highlights the significant results of HR manager competency of business knowledge,

skills and abilities of change managemenvaluable HPWS implementation.

In light of the above, this research is expecting HR professional competency to

include:

Business knowledge since, traditionally, HR managers have only focused on the

issues surrounding the workforce as it carries oudutges in the workplace, these
managersodé ability to understand the comp
been brought to the fore. Their ability, therefore to understand what adds value and
creates profit has never been brought into questiomgland Ismail, 2011)This,

however, does not perform to its fullest requirementinsome e e hands (20
findings showed that the case of HR man:
according t o an organi sat i o highbght thei t 6 s

shortcomings of HR managersd6 experience

100



manager sd0 business knowledge can | imit t|

Strategic partner: an HR practitioner is expected go beyond deliveringesvices,

mai nt ai ni ng r ec {HRdmsnageraneedls tdeuad memben gf ¢he
management team, doing strategic HR planning and making contributions to
organisatioral design, strategy development, and strategfiangéLawler Il and

Mohrman, 2003 p4). Thus, therefore, HR managers have to have high
knowledgeablity on the part of human resources with the other requirements of
business strategy, in order to function effectively as strategic business partners
(Inyang, 2008). The main core of this roletli® capacity of HR professionals to
contribute to organisation performance and maintain its competitive advantage
(Mitchell et al, 2013). Keegan and his colleagues (2012) emphasise the HR
manager o6s role of strategic partner i s t
and tasks throughout efficient HR strategy formulation and efeeatiplementation.

Further (Longet al, 2011), arguehiat the evaluation of the HR strategic role is
dependent on the ability of HR practitioners to collaborate with line management

(i .e., senior and | ine manager) i n achie
Here, therefore, any lack of competermfyan HR professional may affects both

her/his strategic role and partnership with her/his other counter@&sly and

Wright, 2011). Reichel andazarova (2013) critici® prior studies ofHR
practitionerso6 strategi c pgeoslwih power thhah at P
could influence an organisationbs actor s
merely holds an administrative functioRdichel andlazarova 2013, p 924).To

override this problematic issuéhe authors argue that tistrategic stare of HR
professionals is commonly related to their subupower position within
organigtions. In light of this argument the researcher of the current study contends

that an HR subunit political position (as an institutional pressure) is an essential

fadk or that could affect | ine managerso6é pe
value and consequently shapes the relationship between HR and line managers in the

implementation of HPWS practices.

Internal consultation: an HR practitioner musbbtain consulting skills, which
constitute amixture of diagnostic and behavioural skiltsh a t enabl e orgal

stakeholders (i.e., line manager and employees) to do their jobs smdaihty, (
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Ismail and Amin, 2011 (For more details see chapter two, set.3.2role of HR
managers in HPWS implementation). It is believed that the skills employed in this
role are based on the ability of HR managersetf selling on convincing other
counterparts that they are proficient in what they do in the area ofrhresaurces
and its associ at i oachietementdong and ismadl,t2014)n 6 s
Dany, Guedri andHatt (2008) examined the link between HPW&formance
through the strategic role of HR professionals as well as their capability in
distributiing HR policies to line manager. The findings emphasise that the stronger
the partner relationship between HR and line managers when taking decisions
regarding HR practices, the stronger the results on the linkage of HPWS and
organisatioal performance. Danyand his colleagues considered HR manager
consultation to line manager is a focal point owing to the coaching skills they offer to
both line management and employees which, in turn, produces effective results
linked to HRMS with performance. Arguably, hoveg, when line managers
perceive the role of HR management to be more advisory, HR managers are
Gstranded without real influenée and are considered to be
with no power (Jones and Saundry, 204254). Thus, the current studygaes that
although HR internal consultation is an essential competency of HR people,
however, more important is how line managers perceive the HR role in consultation.
Two key trends predicted to exert a sizeable interaction between HR and line
managers ireffective implementation of HPWS are the political position of the HR
department and the way line managers perceive and value the HR functional role.

It is important here to declare that the current study is not focusing on the actual
procedure governing the role of actors (i.e., HR and line managers) but only on the
effect of those roles on the interaction between HR and line managers when
implementing HR practices (those HPWS practices mentioned above in section 3.2)
and considers the role tife actors as one of the managerial institution factors or as a
contingency factor that has its effects on the implemientadf HPWS practices
(Anderseret al.,2007).

3.5 The interaction between HR andine managers

The third set of factors in the framework as shown later is classifiedeagction of
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HR and line managerHRM scholars contend that in order to understand the reality
of HPWS opertionalisation it deserves extra scholarly investigation about the
connetions and relationship complexities at tbeganisatioal level  Bechky,
2011;Rupidara, McGraw, 2011¥ounget al, 2010;Purcell and Hutchinson, 2007).
Reichel and_azarova(2013) dispute the usefulness of thinking of organisations as
having overall goals. They argue that power and politics are far more influential at
the organisational level in the creation of HRM policies and strategies and that they
also operate at the grpersonal level, impacting on those same decisions and actions
as they relate to the HRM system and strategic role. Thus, it is believed that power
distance has its impact on interpersonal exchange relationship and affects the role of
trust and reciprogit on those relationshipsGpuldWilliam and Davies, 2005;
Renwick, 2003)

There is no doubt that the implementation of HPWS practice effectiveness does not
depend only on the package of appropriate practices but also on effective interaction
between theplayers (HR and line managers) involved in HPWS implementation
(Jones and Saundry, 201Guest, 2011; Paauwe, 200Burcell and Hutchinson,
2007. As evidenced by this body of research, an increasing number of studies have
highlighted the interaction beeen HR and line manager, but knowing about its
determinants is still relatively scarce. Moreover, we know even less about the
implication of those determinants on the shape and/or types of HR and line manager
interactions. Hence, the following subsecti@mphase the shape and/or types of

the interaction HR and line mangers could take.

3.5.1 Interaction

Bechky states$t]he literature oforganisationtheory denotes effective interaction of
organisatioral social structure is required for sufficiestrategies implementation
(Bechky, 2011, p.1160. The biggest benefit of an effective interaction within an
organi sationds soci al structure i1s that
information between the stakeholders which, accordinGuthrie et al. (2011)), is
the primary step for ensuring successful HRM implementation. This, also, matches
with the conditions stated by Papalexandris and Panaayotopouloy (2284) é .
competitiveadvantage can only result from HR practices which are jointly developed
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and implemented by human resource (HR) specialists and line manAgeosding

to Chimhanzi (2004) intedivisional collaboration (i.e., croganctional mobility) is

the key to impkmenting strategic decisions. Conflicts within divisions can
negatively affect the implementation of these decisions whil@peration and
communication can positively influence the implementation of strategic decisions.
Thus, therefore, the interactioslationship between HR and line managers can be

charactesed as follows.

3.5.2 Crossfunctional mobility

Crossfunctional expertise of HR and line managers is essential for adequate
development and implementation of corporate practices (for more detailsection

2.3.3 HR-line manager relationship in HPWS implementatiold f i r més i nn
relationships depend mostly on the factor of dependency, busiaess strategies

are rarely developedmplemented in isolationand each party needs the other to

peform effectively Bechky, 2011) Researchers agree that cross functionality
between HR and line managers is the central key to a successful implementation of
HPWS. In this regard, line managers have their own motivations for implementing

HR policies, butunless there is harmony in the efforts of HR and line managers,
HPWS outcomes will be below expectatioBegZNehles, Van Riemsdijk, and Kees

Looise, 2013McConville, 2006). Line managers need to understand the motivations

for HR policies and understanihe intended outcomes in order to effectively
implement these policies. HR managers, on the other hand, have to understand the
business |l ogic and firméds unit needs in
to the business (IRS, 2006b; CIPD, 20@B9th these outcomes can only be achieved

through adequate interaction between the HR and line managers.

3.5.3 Partnership

Scholars indicate that the situation of HRM strategies, policeprauatices invhich

a range of HR responsibilities are reciprocated between HR specialists and line
managersReichel andazarova 2013 . Schuler and Jackson s
activities follow naturally from HRO&Gs po

vertical and horizontal integration requires that HR professionals work in
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partnerships with line managers and employees and their representé@iciesler
and Jackson, 20092). According to this perspective, HR partnerships can be
defined based on the wayRHmanagers engage with line managers to facilitate
HPWS practices to run smoothly among business department practitiGiever(
and Butler 2012).

In the light of the foregoing, HRM people havectinstanthte n hance | i ne mar
abilities in carryingout the anticipated duties of HPWS practid@sing that requires

that shared informatiomust be present, at least to some degree, in order for line
managers to perform HPWS practice tasks well. The ultimate influence depends on
which HR department pacipates closely with line managers as a partnership in the
implementation of HPWS practices. Guidance, exchange information and co
ordination are highly appreciated in this proc&lsver and ButlerZ012) however,

emphasise that the HR partnership toeme st akehol der sé expec
chall engeabl e. Il n that I ight, the autho
confront the situation owing to the way line managers view the HR role (e.g., low
respectvs. high respect). Some observe that ki role does not exceed recruiting

and developmentStantonet al, 2010Q. Secondl y ,evaluationeofthea n a g e r
way HR managers conduElR application and their interpreting of theBesides

their estimation about the quality eérvices received from the HR department builds

on their previous experience, and the total of those perceptions are considered to be
the main premise in the formation of th
role Bjorkman et al, 2011). Pritchard (2010) charactesed those complex HR
partnerships undethe dynamic and socially complex nature of HRRftitChard

201Q p175).

The current research argues, however, that partnership on its own cannot directly
influence a |ine manager 0s perception o
manager skills and knowledge about business deparimeexsinterests and goals.

HR practiiones 6 knowl edge i s therefore a preregq
position, therefore, is that partnership of HR specialists cannot be present on its own
but by a combination of the quality of i

HR practices t he way | ine managers rate the HR
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knowl edge depends upon the wealth of the

needs and respecting |ine managersod exec!

3.5.4 Co-ordination

Co-ordination inorganisatios is knownas a process of reciprocity interrelated
actonbet ween peopleds relati o,mp3l.iGatsllandGi t t el
Douglass (2012 further explained the shape of that relationship by captivating
horizontal and vertical bonds, at all level of individuals, groups or hierarchical
relationships. The authors added that the process -oirdioation is not about

knowing all the factors ases@ted within certain conditions but rather understanding
each ot hirderfadencemwotr tka | dependency and its be
outcome. Additionally, the study highlights that an efficientocdination requires

shared knowledge that dict s i ndi vi dual sé actioens. T
ordination shapes are sometimes avoided because of functional responsibilities of
division holders and their beliefs that not anyone involve in the work can understand

the whole picture of their work. éhce, therefore,eor di nati on acr oss o
departments could fall short unless it is treated under the situatregipfocal task
interdependence&eomposed of shared goals, knowledge and joint value of each

ot h er 0Gittellaad Dougléss, 2@, p.718).

HR and line manager interactionalactors of ceordination with task
interdependence related to HPWS practicegssential in the actual performance of
HR polices within organisations. Relational forms of successfdrdmation have
seveal segments, such aster-subjectivity of the coordination process by paying
close attention to the quality of communication and relationships amanigipants
(Gittell and Douglass, 2013.718). This, in a way, allowslR professionals to be
instructive, attractive, and helpful, to line managers, which in turn, can prompt more
line managers to enact HPWS practices in achieving their goals. In this regard, some
studiesestimate HR effectiveness by having HR information systems that can foster
HR profesgnals skills in collecting and anapng datafor strategic issues and
management chandmecause it provides HR department and their counterparts with
better monitoring, especially for performance sheet reviewing, employees status,

engagement, requesésd turnovergHan et al., 2009. Typically, an information
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system nurtures HR practitionerso6 knowl e
ithis includes both internal and external
organisatioal and group el (Hanet al.,2006). Ceordination is, however, usually
influenced by organisatioal culture and the social interaction perception on
observing HR functional job identityAs a consequence, the level of transforming
information from a hierarchicalorganisation depends on the formality of
communication approaches established as well as the organisational environmental
setting Capaldo, landoli, and Zollo, 20Q6)

The literature points out the necessity for formal and informadrdmation in the

issues related to partnership between HR and line management (Glover and Butler,
2012). In light of this perspective, a banks environment can be casjoander an

uncertain environment that eventually necessitates both informal and formal co
ordination owingto its businesseting complexity (Hunteet al, 2012). Formal co

ordination poses aophisticateccommunication of written rules, patterns of formal
communication such as regulatory body, websites, meetings and visiting side
evaluation; this, in orddo insure the distribution of HR polices and practices among

a firmds un-ordinstion i$ usdfubto enlaahce theointrapersonal nature of

HR partnership with other managers of busingsss (Kim and Ryu, 2011). The

literature, however, highiht s sever al chall enges facin
relationships. For exampl e, a banksd s«
treasury department and bankds branch ma
such as international produditracting foreign diret investment (Hunteet al,

2012) On the contrary, the HR department is a back office, as most have to focus on
subjective goalsDifferences in the types of work creatéstance conflicts in the

exchange transaction between the individuals concerned. Also, the literature has
pointed to other managerial obstacles such as institutional pressure that could cause
poor interaction between social actors. For example, line geansxecuting HR
activitiesuncomfortably owing to managerial purpos@3utcher, Kirsch and

Lansbury, 2012)the level of HR business partnership manager guidance and the

level of consistency on delivering HRM messages, all of which can cause poor co
ordingion and make the implementation process even more challerigmg, it is

believed that the expectation and reality of HRocdination with line managers

could vary, especially when the exchange actors are from different background
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interest and goals @, HR and line managers of other departments) (Gittell and
Douglass, 2012). In this respect, reciprocity and trust are essential factors to meet
both formal and informal cordination for adequate interaction (for more detail see
chapter two, section 23 coordination between line managers and HR managers

and section 3.4 role of reciprocity and trust within the Ihi¢R collaboration).

Although the quality of the communication is important for it to result in effectual
co-ordination among an organisa on6s member , this resear
take into account this ingredient because the main focus is on the reasons that shape

this coordination and not on the quality of-codination.

This research argues that the interaction between HR aednianagers has a
significant influence on the | atterods or
the interaction has a significant i nfl ue
professionals; that is, a professional that understands businessmamis and can

deliver HR policies, which adequately address business issues of all departments that
would includes both front offices and back office issues. Hence, this research looks

at the interaction between HR managers and line managers instbad ofdividual

roles.

The literature explains the features of the relationship between HR and line
managers, which for the most part, focuses on line manager positive perceptions of
HR managersod abilities in delices@uthimg ade
et al, 2011; Chen, Hsu and Yip, 2011; Sanders and Frenkel, 2GLEBst (2011)
highlights the lack of theoretical research models considering social interaction as an
important factor for HPWS adoption and effectiveness (for more detailshapeer

two sections 2.3.3 Hitne manager relationship in HRM; 2.3.4 -oddination
between line managers and HR managers and 2.3.5 role of reciprocity and trust
within the lineHR collaboration). With the strategic dimension in mind as well as
the envirmmental constraints, this research considers the social interaction and its
shape as important in the implementation of effective HPWS. Thus, this research

presents the next proposition as follpws
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Proposition 2:Line manager and HR manager interactiofeats the implementation
of HPWS.

This research, therefore, looks at the interaction between HR and line manager as an
essential factor to develop a shared meaning of the intended outcomes of HPWS.
Besides, it argues that interaction can be measured basaspects such as cross
functional mobility of interdependency, partnership andomtination in the
practices of HPWS. In the case of line manager interaction this will refer to how
much information they share with HR managers and how closely theyftean HR
managers about the HPWS practices. In the case of HR managers the focus is to
analyse how they engage with line managers to understand business issues and how
they engage with line managers in developing a shared meaning about the HPWS
practices(Guest and Conway, 2011). It is beneficial to reiterate here that the
intention is to explore the reasoning behind the modes of interaction between HR and
line managers. The quality of their interaction is, however, excluded from the

current investigatin.

3.6 The influence of institutional factors on the interaction
between line managers and HR managers in the
implementation of HPWS

This part of the framework seeks to identify the factors influencing the interaction
between HR and line manager in the implementation of HPWS practices
effectiveness and to understand the dynamics within the context. This section also
partially answers # research question. In particular it looks more athat and

how of the research question by meeting the third research objéctineestigate

the identified institutional pressures in shaping HR manager and line manager
relationships in the impleemtation of HPWS practicesThis section highlights the
intended meaning of the institutional construction in order to present an in depth

understanding of its influences on the phenomenon under study.

Initially, some authors refer to the underpinningcohtingent factors as the main
barrier to adopting the strategic practices of HPWS (Andersen, Cooperhand Z
2007; Bacher, 2007; Ramirezt al, 2007), such as the geographic, cultural and
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institutional differences between the original and foundatiohure (Festing and
Eidems, 2011; Andersen,06per and Zhu, 2007; OHbdpezet al, 2011). In this
respect, numerous attempts have been conducted in examining the impact of the
contextual factors on the adaptation of an appropriate package of HPWiSegract
and contribute useful insights into the strategic systems choice of HPWS functions in
organisatios 0 perf or manc e Gopderamand dNordhaug, 12010;
Budhwar and Debrah, 2001). For exampdgdon et al, 2007 examine the impact

of the natiomal content on the choice decision of HPWiSshould be highlighted

here that researchers employed institutional theory predominantly in order to reveal
the convergences and divergences between countries, fieldsgamsatios in the
formulation and imfgementation of HPWS (Suddaby, 201Bxewsteret al, 2007,
Brewster, Wood and Brookes, 2008)r extra information see chapter two, section
24 implications of contextual factors on the linkage between SHRM and
performance)The institutional factois that factor thatonsidered rarelgxamined

from the perspective of HR and line manager interaction. The current, shucy
differentiates from previoustudies,as the focus in this research is the dyadic
relationship of institutional implications andet interaction between HR and line

managers as well as the implementation of HPWS.

In addition, the literature showed that there is consent between scholars that
organisational actors and the wider institutional environment shape HPWS
implementation (i.¢.business system)B{ookeset al, 2011 Asposporiet al, 2008;
Armstrong, 2009; Bjorkmamet al, 2007). For example, in human resource driven
industries where firms aim to draw competitive advantage through efficient usage of
human resources, the roémd position of SHRM as an inner institution factor is
considered central in formulating and implementing HPWS principles (i.e., ideal
HRM of best practices) and consequently on developing and enabling employee
abilities and skills to participate in de@simaking (Huang and Gamble, 2011;
Yeung et al, 2008; Brewster, 2006). Boselie and his colleagues (2005) drew an
abstract of 104 articles investigating the link between HRM and organisational
performance and concluded that some principles of HRM practisech as
employee development programmes, reward systems and employee involvement
work systems, are considered universally successful. The succestarashardisation

of those practices are, however, subject to the inner context of the organisations,
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which must be considered while designing and adopting these practices.
Accordingly, we can infer that the previous studies investigated mainly the
relationship of institutional perspective and/or the role of actors with HPWS
practices directlyBrookeset al, 201]). The current research, as mentioned earlier,
takes the dyadic implication perspective of both actors and institutional pressure in

t he i mpl ementati on of HPWS as we |l | as

performance.

There isevidence from literatre which indicates that the contextual approach when
presenting HRM in a specific country, region, sector and organisation or comparative
research, the term of the firmbs cont e
environmental, cultural, institutional f i r ms® environment, s e
contingency factors, besides, the organisational strategwéttinck and Remue,

2011). Thusjn order to be able to present an integrative framework for a topic as

wide and complicated as the HPWS and institutiagng beneficial to define the

contextual factors within the setting of the research being conducted. Hence, the
current research oveymes this issue by narrowing the focus on the institutional

factors to normative institutional factors. The following subsection provides its

description.

3.6.1 Normative institutional factors

This research relates institutional factors to normativetutisinal pressures (Scott
2007, which encompass professional norms, management practices and culture. A
culture is defined according to Brookes and his colleaguassast of informal rules,
identify it with historic inheritances and suggest that it regglain why actors settle

on certain equilibria within given institutionadettings(Hall and Soskice (2001)

cited in Brookeset al, 2011, p.7). Thus, culture is considered as a factor of
institutional pressurePewettinck and Remue, 201Mhese factors are divided into

external institutional factors and internal institutional factors.

External environmental factorsthe literature showed the essentials of tt@nemic
institutions such as labour market, businesses, industry fields aorsseand

governmental states and agencies, i.e., legislative bodies on management practices
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and strategy choice (Ollo Lobat al, 2011)lt is also recognised as a central feature

in the formulation of HR strategy, which is, in this case, HPW&urer ad his

colleagues (2011) argued for the necessity of institutional actors awareness about the
changes of the external environment requirements owing to its close association with
managerial decisiemaking and performance. This is because decisiaking 5
predominately influenced by external f a
prejudiced by their perceptions, which is saturated with the values and nores of t
external environment (Mauret al, 2011). This research, however, limits the focus

of the external environment to industry norms and maokentation criteria. The

purpose of doing so is that pervious studies have highlighted the regulatory
framework of management interests anddiigamic of change, especially froimet

economic perspectiv (Hailey et al 2005) . Thi s view el at
characteristics on accepting the global trend of best practices of HB¥M\Bsteret

al., 2007; Brewster, 200®iMaggioand Powell, 1983).

Professional norms:industry field criteria and practices have a great concern and
focus from previous research amnganisationstudies (Brooke®t al, 2011). It is
believed that industry norms and markeentation criteria are focal elements that
direct HPWS especially ithe formulation stage concerning the assumption of global
HRM practices Cutcher Kirsch and Lansbury, 2012; Mayer, Somaya, and
Williamson, 2012. Industry field criteria and marketientation are framed in this
study as professional norm# a broadersense,professional norms can exert
coercive and/or regulatory pressure affects on management actions (DiMaggio and
Powell, 1983 1991 Scott, 2001). Interpreting these implications can be a way of
describing the ability of the industry norms (such asthie banking sector) to
congregate with a dynamic changeable market efficiently that needs high
employment of sufficient HR practices (Zhang and Li, 2009). For example, it is
essential for firms operating in a very dynamic environment, such as the banking
sector, to remain prepared for the uncertainties ahead. This makes the role of HR
managers critical i n recruitment and sel
require them to look at the soft skills of individuals along with hard skills, where the
berefit of the hard skills alone would not be the best result in this case. This, in order
to gain an adaptable andeXible workforce, raises orgaatson capabilities that can

sustain competitive advantage. On the other hand, the banking industry has it ow
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unique features gbrofessional interest, which in its terms describes the recognition

of commercial banks in making profits. Their work structure designation is planned

with the purpose of making money for the owner and the shareholders in the first

place which is to some extent contradictory witR Kpecialists interests (Hailety

a., 2005). To narrow the scope, banksodo s
be in contrast to accessing the desirable values and norms iistitetionalised

HPWS srategy intended by the HR group. This leaddayer and his colleagues,
(2012)affirmed that the execution of any successful project activities depends highly

on a deep appreciation of its industry backgrouvdyeret al, 2012) Hence, the

researcher argues that work in banks is motivated with objective goals and values

that motivate their behaviour of interaction.

Despite the numerous studies investigated, the implications of professional norms
upon HPWSormulation an Buen, Greenwot and Sheehan, 2011; Oll®pezet

al., 2011 Suddabyet al, 2010; van der Meer and Ringdal 2009; Van Gestel and
Nyberg, 2009; Boon, Paauwe, Boselie and Hartog, 2008hould be highlighted

that there is a limited understanding of instdoal implications in the interaction
between HR and line manager and a much deeper investigation and understanding of

this is required.

National cultural traits :a grealnumber of studies have been conducted with the aim

of identifying the relationship Ieen cultural diversities and the sets of human
resource management policies and techniques chosen by local managers. The
problem has been studied usingvarious research methods, strategies and techniques:
case studies, qualitative and quantitative survé&sch researchers as Hofstede

(1997, 1989, Schwartz (1994), Smitkt al. (2002) and Houset al (2004 paid

special attention to dimensions of crassdtural values, power and institutional
distances. Jackson and Schuler (1995) emphasised the role of contingent condition
factors (e. g., firmds context and envir
formulation and implementation of HRM. Whereas others paid attention to the
culturatorientation and culture fitAycan et al, 2007; Aycan et al, 2000). This
study took Hof stededs <culture values di
included:individualismvs. collectivis;, high power distance vs. low power distance;

low uncertainty avoidance vs. high uncertainty avoidance arasculinity vs.
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femininity (for more details see chapter two, sectioni@ipact of culture on HPWS
and subsection2.5.1 contextual pressures influencing HR managers and line
managers). (The description ofHo f s t eullueedvalue dimensions and the

rationality of choosing them were emplsasi in chapter twgsection 2.5.

With respect to the foregoing, scholars consider the notion of SkRlturally

bound (Tayab, 1997p. 2004). It is, however, believed that culture does partially
affect HPWS practices (Lertxundi and Landeta, 2011). The literature also contends
that @mmunication style is, in most managerial practices, affected by cultural
differences, whilst other practices are not affected very much. This is in harmony
with Papalexandris and Panayotopoulou (2004) that culture has determinable and
sustainable impactson communication systems while the culture effect is
insignificant in other HRM practices such as compensation and reward system.
Thus, we can observe that culture does not affect all HPWS practices (i.e., SHRM)
evenly and/or fairly, but certain cultirdimensions have strongly impacted on some
individual HRM practices more than others (Lertxundi and Land2@a]). (All

details are mentioned in chapter two section 2. 5 impact of culture on HPWS).

It should be noted that the extent to which culisseies affect the implementation of
HPWS is mainly dependent on the level of adaptation and adjustment of those polices
to the local environmeniMiah and Bird, 2007)lt is also believed that culture values
have their influences adR managers in delegag HRM functions to line managers.
They follow a different logic of action, according to the way they perceive influences
from the existing surrounding contextual factors businesses are operating in
(Budhwar and Sparrow, 2002). This has been supporteGédrpart (2008) who
argues that national culture affects SHRM structure, policies and systems vertically
and horizontally owing to the influenced values of the policy makers by national
culture. The study showed the how the value transition mechanism swpaeiPWS
practices (e.g., staffing policies, compensation system policies and so fditk).
relation, therefore, between the organisational internal culture of values and beliefs
and the externalalues of stakeholders (Suddaéy al., 2010; Carney, 200 are
considered along with another factor that can affect positively or negatively
appropriate HPWS implementation. For example, the congruent level of local social

beliefs and on believing in collectivism can show a feeling for team work, a trait that
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modern organisation principles hold true in practicing (Kirkman and Shapiro, 2001),
and encouraging the establishment of HPWS. In some situations, however, the social
and cultural perceptions get restricted by other determinants such as systems and
tools (ie., technology system, or organisational hierarchy). In which case, the
organisational culture would play a central role in supporting or hindering a friendly
setting in the workplace.

Traditionally, culture constrained studies acknowledge that aplower distance

context encourages empowerment and team participation, while it is low within a

high power distance context. Surprisingly, Zhaaaq d Begl eyods (201:
indicate that the case is not the same in all situations, but that high powecelista

also leads to high team patrticipation. We can infer that there are other factors which
could also affect the philosophy of the implementation of HPWS practices (such as
market orientation and industry norms). Researchers often ignore the implications f

the combination of culture and institutional factarsn actorso exchan:
Hence, therefore, a further exploration is needed to uncover the value of other
pressures impacting on the implementation of HPWS, which this research aims to fill

by investigating the impact of the combination of tlmederpinning conditions

causing the a®ciation ofHR and line managenteraction and itsnfluences on the
implementation of HPWS effectiveness. Thie current studys motivated by the

recognition that to understand the implementation of HPWS effectiveness we need to
appreciate both thiactors that promote its success as well as those that hinder its

achievementhelatter, however, we still know little about.

This leads us to address the internal institutional factors, which appear as an
important contributor to a successfiganisitioral social interaction and HPWS

implementation

Inner institutional factors, mainly include management practices and corporate
strategy within the firm (Guest and Conway, 2011; Wright and Nishii, 2007; Becker
and Huselid, 2006). Although previous rasshers investigated the direct impact of
these factors on the HRM and performance relationship, reviewing the literature,
however, indicated a scarcity of investigative attempts on the impact of internal

institutional factors in the relationship betweem Fnd line manager interaction
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when implementing HPWS practices.

Corporate strategy. t h e significance of HP WS pr a
organisation strategy within contingency theory is undeniableoy, Huang, and

Liu, 2008)for organisations expandirtgeir competitive advantageChimhanzi and
Morgan, (2005) noted that organisations which pay attention to human resource
issues and align their internal and external marketing efforts to corporate strategy are
likely to achieve greater success in implatey corporate strategy. Traditionally,
corporate strategy shows whether the firm is adopting a growth strategy or cost
cutting strategy. This is in order to evaluate its influences on decisions to adopt
particular HRM practices (Lengek-Hall et al, 2009). The resourecbased view of
human resources is likely to be a key factor in establishing HPWS strategic practices
(Ferreira, Neira, and Vieira, 2012). Besides, researchers do, however, argue that in
order to maxinse the benefits of HPWS, the strategiignment of HPWS and

corporate strategy is essential (i.e., internal fit with externalGhpgvet al, 2008.

Moreover, Apospori and his colleagues (2008) emphdsthat the centrality of

firms adoption of HPWS best practices depends on HR sraffees nal s 6 cont r i |
the formulation of firm strategyBut when HPWS strategy is formulated apart from

the business strategy it follows the internal fit and fails to reach the strategic level.

The evidence of accumulated research consistently showthéhatrength benefits

of HPWS on adding value torganisatioal performance relies on its strategic
synergistic appearance&hu and his colleagues assert thdlR managers should be

involved in strategic decision making alongside other senior managersiding

greater opportunity to align HRM goals, strategies, philosophies and practices with
corporate objectives and the implementation of business stréfégyet al, 2013

p.2986. This research argues that when HR managers get involfedmalating a
firmbébs strategy, HPWS can nt Bl accardingtocent r
Aspospori et al. (2008) and Armstrong (2009) the Ilevel of HR
professionals/managers contribution does depend, however, on several other inner
institutional caditions. Such as, top management suppanganisatiod s act or s 0
knowl edge, technol ogy system besides 0
systems. (For additional information see chapter two, section 2.4 implications of

contextual factors on the linkadetween SHRM and performance, and section 2.4.1
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I mpact of institutional factors on high
strategy). In this respect the researcher labels inner institutional factors as

management practices.

Management practices previous studies have indicated that implementation
difficulties are the reasons underpinning an ineffective HR system (Chow), 201

which can be raised fr omncanpetencesunld a8 man a

bureaucratic or ritual management style, lazkf i ndividual so com
unsupportive top managemeigténton, 2010) besi de s, the 1implic
uni t 6s interest priority (Hail ey and Tr

management practices as an internal institutional factor #sainfiplications for the
implementation of HPWS presented on the interaction between HR and line

managers.

Top management: the proposition that top management support benefits the
institutionalsation of HPWS has been widely investigated. Evidence osehmsr
management role in the formulation and implementation of strategic HRM practices

is well documentedGuest, 2011Stanton, 2010; Macky and Boxall 2007; Boxall

and Purcell 2003). There is no doubt tt@t management is regarded as a major

factor in the success of institutionaing HPWS among an organ
(Stantoret al, 2010; Schaap 2006). Stanton and his assistants (2010) highlighted the

di fferences that CEOs® behaviour can mak
the study pointed ouhat when CEOs understand and are committed to HR practices

as a strategic function, a strong climate of HPWS can be created. This is llkeause

CEO is the one whanfluenced withirgroup agreement at the executive level and
betweergroup agreement thrahout the organisational hierarch{Gtantonet al.,

201Q p578).Hence, it is undeniable that top management support is a crucial factor

for a successful relationship between HR and line mangers in the implementation of
HPWS. Guest (2011) confirms thatptananagement does not impact just on the
legitimacy of HPWS but also on the institutional relationships, which have their
impact on the strategic outcomes (Messah and Mucai, 2011). This, owing to strategy
implementation, can be improved by enhancing comcation and conflict

resolution. It is essential to engage senior management in this case (Schmidt and

Brauer 2006). Thus, therefore, the current study argues that the more supportive top
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management is to the HR department the higher the activation oandRline

managerso6 interaction would be.

Actorsétraolsd role iIs anwtrlyemi esaucoabsf a
implementation that eventually creates befperformance There is a censuses

between scholars that strategies implementation takes a dynamic nature that requires
inte- and intraor gani sati onal rel ationshipsto be
ordination and ceperation in the achievement of strategy go@srton and

Ambrosini, 2013; Chimhanzi and Morgan, 2005). From this perspective,
interdepartmental cordination has a significant influence on the outcome of
strategy implementation (Schmidt and Brauer 2006; Chimhanzi and Morgan, 2005).

It is worthwhile, fowever, mentioning that management practices resembling an
actorso role is i nfluenced by a mixtur
behavioural mechanism, which plays a role in the creation of effective/malfunctioned
departmental cordination. For in&nce, throughout this study, the focus has been

about implementing HPWS practices; such implementation is highly appreciated
from the HR manager o0s role while the c;
managers from other departments. Thus, as suehdepatmental ceordination is
fundamental in successful strategy implementation, it is rare that it runs smoothly
without conflicts with regards to the differentiation of interest and goals of
departments on the one hand. On the other hand, the nature ehdineager s 0
responsibilities and their role involvement characteristic (as mentioned earlier in
section 3.3 of this chapter) could illustrate the malfunction of a supportive cross
functional relationship between the HR department and the other business
depatments. For t hese reasons, the current stu
management practice that has institutional implications for therdioation of

managers (HR and line managers) in HPWS implementation

The literature pointed out that, order to develop a eoperative and collaborative
relationship between HR and line managers, tools and techniques are required such

as informationcommunication techniques (e.dgechnology system, clear strategy

and rules) frequent meetings and visitstohe f i r més business un

system, besides, top management sugpantcell and Hutchinson, 20Q7)
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Tools management use for interactionthereseems to be a general consensus that
HR contributes toorganisatioal performance through a number of intermediate
linkages. For examplestandardied and reliable HPWS practices based on-well
structured rules can let the follower understand, copy, follow and comply with the
instructions, which eventually can improve sfithmeaning among the members of
the organisation (Bondarouk, Looise and Lempsink, 2009). It is well known that an
efficient technology system conducive to enhance the efficacy of HR and line
manager interaction (for more details see chapter two, 2.4.actngb institutional

factors on high performance work system; tools, techniques and methods)

Undoubtedly, structured rules are fundamental for operational flow; however,
empirical results decline in their beneficial outcomes when an HR department works
separatelyi n i sol ation and disappears instead
departments, even when HR professionals have a voice inside the board of
management (Francis and Keegan, 2006). The trend towards HR partnership and
HR-shared service centesgems to be the managerial approach an HR department
takes to be in line datp-day in delivering andranslating HRM message their

counterparts in other business departments.

Thus, environmental factors, which include institutional and cultural fcpoesent

a challenge in HPWS implementation. In this respect, several researchers have
adopted institutional theory to explain the differences between the HR practices
adoptedn different organisations (Nget al, 2011 Lawleret al, 2011; Bjorkmaret

al., 2007; Bjorkman 2006; Tsamersi al, 2006). These researchers have confirmed
that institutional pressures affect the perception and behaviour of the actors
(Gooderhamand Nordhaug, 2010). It is, thus, through the lenses of institutional
theory that we need to understand the interactivity between HR and line managers
and its influence on HPWS implementation. Here, therefore, the researcher proposes

the following.

Propasition 3:Institutional factors affect the interaction between line manager and

HR managersand HPWSmplementation effectiveness

The aim of the proposed statement is to understand how the behaviour of the actors
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as well as the perception of the emplsyee determined by institutional factors.
According to Lawleret al.(2007) SHRM practices can only be implemented through
adequate knowledge and understanding of the context of the business including an
understanding of the perception and behaviour of the individuals within the
organisation. These individuals may exrsthe form of individuals or of groups and

the dynamics of both should be taken into account while implementing SHRM

practices

3.7 The proposedtheoratical framework

This research aims to understand the effect of environmental factors on the technique
HR managers and line managers communicate andrdioate over the
implementation of HPWSAccording to the literature cited above, there is a need for
further researchhtough institutional theory to provide an additional explanation of
the HPWS implementation process through a macro and micro level analysis
(Rupidara and McGraw, 2011; Wright and Nishii, 2007). As Purcell and Hutchinson
(2007, p67) suggestHRM scholarsargue for greater research to be conducted at

the organisatioral level exploring complex connections and relationships that can
cast light on the reality of HRM operationsdtion.

Besides, the recent focus on HPWS implementation is a new eméngme/trend

of mediating mechanism in SHRM research which is being ceresid Chow, 2012
LengnickHall et al, 2009). As Rupidara and McGraw state (204.174), focusing

on strategic process implementation adds to our understandimyvHR] systems

are actually developed, implemented, and maintainétle authors add that

€ understanding these processes more completely would add extra understanding
about the diffusion of HR ideas through various possible channels and the adoption,
translation, and enaatent of such ideas intarganisatiors (Rupidara and McGraw

2011, p.183). Apart from devolution literature, obviously, the literature shows that
actorsd interactions in the SHRM area h:
(Chen, Hsu and Yip, 201Rupidaa and McGraw, 2011). Morris and his colleagues
noted thatwhen people are aligned, they share a common goal or viMorriset

al., 2009 p973), therefore, conducting studies in understanding the conditions which

foster or hinder the interaction betwethe main players implementing HPWS is
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recommended (Purcell and Hutchinson, 2007, Hutchinson and Purcell, 2010) as it
captures the interconnectivities of HR actors to external actors telighedn the
cognition interaction (Rupidara and McGraw, 2011Yhis research, therefore,
proposes a new dynamic model in order to help reconcile thestangding view of

the contextual factor dynamic effectsumglerstanding the relationship between HR
managers and line managers in implementing HPWS practices. ufiieatcattempt

at focusing interest is to matersaithe effect of the workplace social mechanism
that triggersorganisatioal outcomes. Making meaningful the connections between
the system and the social structure creates egfia@ed coupling between cause and
effect. It shows how contextual effects on the social interaction (i.e., HR and line
managers) contribute to thdfextiveness of HPWS implementation in particular

empl oyeesd satisfaction.

Attempts at the organisational level regarding the contextual paradigm in the nature
of HPWS or so called SHRM acknowledge the level of complexity in the reality of
HPWS operatimalisation that requires a distinctive facet of exploratighy et al,

2013). The need for a qualitatigeudy is highlighted by Younget al. (2010 p.183)

who argue that such researchvolves greater use of qualitative and reflexive
approaches that df-down intoorganisatioral discourse and further build on our
understanding of HRM practices and processes, and how these are influenced by the
context and environmentThis research therefore argues that cultural and
institutional constraints could rdsuin HRM practice implementation of the

formulated HPWS with different meanings of setting.

Drawing on the differentliscussions above, thesentresearch provides the initial
theoraticalframework(figure 3.0)that argues that institutional theory offers a better
explanation for interaction of actors and impact of HPWSrganisations under

study
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Figure 3.0: The proposed theoratical framework of the impact of institutional
factors on the interaction between HR and line managers in the effectiveness
of HPWS implementation

Mormative institutional factors
-Professional norms of the industry
=Management practices and roles
-Mational Culture effects

High per}arma nce

Interaction
of HR & Line work s.I.r!.te_m HPWS
) I practices
HR manager Crass —functional Irr!plernenta'dnn_
| -Recruitment & selection
robility > ) > HE'WS

Actors role -Performance appraisal effectiveness
-Partnership -Employees
-Compensation system satisfaction
Line -Coordination P i invalvement

manager ™ -Developing & training

Following the previous research calls, the researcher focuses analysis on HPWS
implementation fashions, namely in the interaction between HR and line manager

and the effect of this relationship on the effectiveness of HPWS practices
implementation. Mainly,the concentration on understanding the underpinning
mechanism directs the key players (i.e.,-iife managers) into interdependency of

action and how their implemented practices of HPWS affect the development of
empl oyeesd attit ud ethat thehintesactioneos ldRand hne s ug g
managers moderates the effectiveness of HPWS implementation, but more
importantly the attempt tries to answer how the relationship between HR and line
manager in implementing HPWS practices has been shaped and whigs@aecher

argues that the interconnection of the combination of the two institutional factors
allows the implementation of HPWS to improve or reduce the effectiveness of
HPWS practices on employeesd satisfactic

directimpact of the institutional factors on HPWS practice implementation.
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The researcher has attempted by conceptualising the framework to clarify the key
themes and the sttheme features in this model that can support the empirical study

in order to validte the proposetheoreticalframework. Accordingly, the author has
identified three key themes, two of which contribute in influencing HPWS
implementation components, which are articulated in the normative institutional
factors and HR tnmadionlThertherd keyathemaieimpemeniation
effectiveness that 1 s expr es steethesiarethe mpl o
role of actors (HR and line managet),e f or ms of HR and | ine |
include crosgunctional mobility, patnership and cerdination. The suthemes of

normative institutional factors are professional norms, market criteria, organisation
strategy, management practices and culture. Finaly thé¢ sule me s o f empl c
outcomes are their perception about HPW&ctices satisfaction and their level of

involvement.

3.8 Conclusion

This research identified from the literature review a gap dealing with the lack of
theoretical models that could contain in one study HR system of HPWS,
implementation, social intecat i o n , influence of i nstitu
performance. This study aims to fill this gap. The role of the interaction between line
manager and HR managers is considered a mechanism technique organisations could
use in order to increase the effeeness of their social interaction and ewetly

effective HPWS outcomd.he progress of this chapter began with a discussion about

the principles required for applying an HPWS. The major themes relating to HPWS
have, therefore, beappraisedincluding the factors for HPWS implementation. The

purpose of thimssessmentas to undrstand HPWS implementation atie reasons

behind organisations applying HPWS were discussed in this chapter.

The shape of a structured operational process of HPWS impldrorrgaphases

the relationship between HR and line managers in the way they communicate and co
ordinat e, and is the basis for this thes
the relationship between the two actors were also discussed and elucidation

proposedThe limitation of this relationship by the cause connection of institutional
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and cul tur al factors and management prac
roles and regmnsibilities were consideredso, this researcproposes t@xaminethe
consequencesf HPWS throughboth the structure of institutional factors and the
interaction between the two players (HR and line manager) in the implementation of

the structured practices of HPWS. In doing so, the researcher has resiewetdber

of theoretical and rapirical studiefor HPWS and the role of actors regarding this

perspective.

The researcher, in order to reach a comprehensive understanding of the factors
influencing the effectiveness of HPWS implementation, followed five steps in this
chapter: 1) idet i fi ed HPWS components practices
HPWS consequences that fosteraaganisatiod s | mpl ement ati on of
have been used as criteria for the evaluation of HPif¢Stweness; (2) HPWS actors

- this part discussed andestribed the strategic actors involved in HPWS
implementation. They were grouped as resources and institutional criteria in HPWS
implementation. The chapter also considered (3) the interaction between the actors
implementing HPWS side by side with the@sources techniques (the shape of HR

and line manager interaction in HPWS implementation) as an inner institution factor;

( 4) the environment al a s p dhistpart, showshthec h HP
environmental factors of external and internal pressusesiamative institution
factors which have their i mpact on an or
the focus was on the social interaction of HR and line managers. This also explains

the cultural aspect influences and the organisational culfureapagement practices

and professional norms effects; and, (5) HPWS effectiveness is esguhasithe
subjectivity of HPWS outcomes. The cause and effect in this relationship mode
between the two actors and the environmental context they operate imexpka

novel framework.

By doing so,assist thedevelopment of theproposedtheortical model for effective
implementation of HPWS. The researcher aims for this propthesueticainodel to

be used for further investigation into the effectiveness of HRW#ementation in
different organisations and countrid$e novel framework was presented in section
3.7.
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After presentingher e s e ahearetiocalfsamework the following chapter discusses
the research methodology in detalil
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ChaptlBkesdarch met hodol

4.0 Introduction

This chapter introduces the rationale for the methodological foundation used for this
research. It presents, justifies and discusses the appropriate philosophy, strategy and
methods adopted for the fieldwork regarding data collection, in order to valate
researchtheoreticalmodel provided in chapter three. The aim of this thesis is to
understand high performance work systems (HPWS) in terms of their
implementation effectiveness through the institutional setting. This research aims to
understand theosial interaction of an organisation and its impact on management
practices such as the implementation of HPWS in its contextual reality and in
accordancevith Ferreiraand hiscolleaguesthe contextualist approach focuses on
understanding of differenceetween and within the various HRM clusters in
various contexts. In this perspective, the mode of inquiry is inductive, mainly
exploratory and descriptive (Ferreiea al., 2012, p.475)his research is related to
human attitudes and action concernmgmtextual phenomenon such as HPWS
implementation,so it is essential in studies of this type adopt an exploratory
approach that helps the researcher to engage in an interpretivist paradigm, which is
suited to the qualitative inductive approa®aunderset al, 2007) in order to
provide a rich understanding and deep insight into the phenomenon under
investigation. The strategy followed that suited this approach is multiple case studies
(Yin, 2009) It is strongly believed that researchers, in order tm gality in
qualitative research, generate a case study protocol as an essential procedure. As
stated byBagozzi and Edwards (1998hequality of qualitative research is a theme

that runs throughout their book. In this regard, in this study the focus of the research
design was on indentifying researchituof analysis, crafting a case study protocol

for data collection tools and procedures. Thihe researcher followed case study
protocol phases recommended by (Yin, 2009 Eiseénhardt, 1989) in explaining the
adoption of multiple case studies, research methods, sampling technique and

determining the theoretical saturation point and data asdbshnique.

The structure of this chapter begins with a discussion of the research definition.
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Then, in 4.2, a discussion of research philosophies follows with a justification for
adopting the interpretivist paradigm. Following this the enquiry metuaod
research approach are discussed in section 4.3. Further comparison is drawn between
qualitative and quantitative research and justifications are provided for selecting a
qualitative research approach. Section 4.4 presents a discussion of the research
strategy of case study and justifies the type and number selected for the case study
strategy followed in this research. Following this, section 4.5 introduces the research
design for the study and provides a flowchart figure (figuy that shows the
procedures followed in producing the report findings for this research. Then a
discussion and explanation for researciit wf analysis, case study protocol, data
collection and data analysis were discussed. This research adopts a multiple case
study approachwhile data was collected using documentation, s&mictured
interviews and focus groups. In all a total of 115 interviews were conducted (54
semistructured interviews with the managers and 61 focus group interviews with the
employees). The benefits antallenges of these research tools are discussed along
with a brief discussion of other possible data collection tools and why these data
collection tools are not suitable in this research. The process and guidelines
followed during data collection antthe sampling strategy of the research is also
discussed. This research is based on a purposive approach with a sort of snowball
sampling strategy, because the nature of this research requires data collection using
experts. Next the chapter discusses tha daalysis method in section 4.6 followed

by research methodological rigor for data validity and reliability suggested by Yin
(2009) in section 4.7. Section 4.8 discusses research ethics that were followed during

data collection. Finally, the conclusiohtbis chapter is presented in section 4.9.

The following sections describe each and every aspect of the research methodology
in detail including the choice of research methods.

4.1 Research overview

Research can be defined as scientific andsystematic search for pertinent
information on a specific t o[Kbtlcad, 208 i s an
p.3). As well as Kothari (2008) otheesearchers (example: Saundetsal, 2011,

McBurney and White, 2009) have also indicated thag¢arch is about systematically
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investigating an issue. Thus, in this study the researcher has endeavoured to ensure
that she has a logical and structured approach to investigating the issue undertaken
(McBurney and White, 2009). This allows the researdbedetermine the most

suitable research paradigm, approach, strategy and tools to achieve the ultimate
objective which is to answer the research question and aims (Bryman and Bell,
2008).l n order for the research tdesigped®Ower t
discover, a clearly formulated strategy is required (Saumderls 2009).

The research design acts dsl@eprintthat the researcher can follow for guidance at
each and evergtage of the research. Saundetsal. (2011) proposed a resebr

onion diagramln accordance with the stdyy-step process that is research design,
each step is represented by a layer of the onion and, in exploring all the layers; the
researcher arrives at the conclusions regarding design and strategyesearch
onion for this research is given in figureD4elow. The research onion for this

research summass the research design.

Figure 4.0: Research onion

_————HRM, HPWS, Institutional theary, role of
actors, HPWS implementation, interaction

echniques and Proceduréas

- Focus groups st t \ |

- Semi-structured Interviews rategy Approach Philosophy

- Case shudy - Qualitative | - Inductive - Interpretivism
' - Constructivis

/

Source adaptedrom Saunders, Lewis and Thornhill (2011).
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In the following sections each and evaspect of the research design are discussed in

more detail.

4.2 Research paradigm

The first layer of the research onion is the research paradigm. A research paradigm

has three aspects: ontology, epistemology and methodologye (B&anche and

Durheim, 1999)Taylor, Kermode, and Roberts (200865), define paradigm as

broad view or perspective of somet hi nge
particular area of interestThe authors further explain thagradigm not only

concerrs the content of the professional knowledge, but also the process by which

that knowledge is produce®Researchers are individuals who may hold different
perspectives on the issues. They have a different way of viewing things and this
reflects in the man it depends on the rational thinking of the researcher including

his/her understanding of the phenomenon and data (collection and interpretation)

I ssues. Previous researchersd approaches
a research paradigm bese it informs the researcher of the challenges faced by
previous researchers as well as a means to learn from their arguments. A
researcher's perspective is guided by certain rules and regulations. These standards

or principles are referred to as a pagadi Once a research paradigm is selected,

the researcher can focus on selecting the correct research design and methodologies.

As Weaver and Olson (2006.460) suggestaradigms are patterns of beliefs and

practices that regulate inquiry within a disaipé by providing lenses, frames and
processes through which investigation is accomplisié usefulness of selecting

an appropriate paradigm is Irelping researchers position themselves clearly and

argue for the value of their wofPozzenbon, 2004 277).

The existence of each layer of the onion is determined by the paradigm selected by
the researcher for the investigation. I
assumptions and values that govern how well this is achieved and how well the
interpretation of data is fulfiled (Collis and Hussey, 2009). From the
epistemological standpoint there are three positions that need to be considered.

They are positivism and interpretivism, together with realism, which is a
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combination of these two (Ramathan, 2009)The following discusses each
approach in order to justify why the chosen paradigm is tfeeswitable for this
study.

4.2.1 Positivism

Positivism emphasises the existence of objective reality and the use of natural
science methods to find solutions to social science problems. Positivism is primarily
based on objective views. It involves adoption of a probbeientated approacto
underséind organisations and society and is concerned with providing explanations
of the status quo, social order, consensus, social integration, solidarity, need
satisfaction and actualit{Ramanathan, 200940). Positivists believe that our
socialworld hasto be evaluated and understoei the natural sciences (Bryman
and Bell,2008).

4.2.2 Interpretivism

Interpretivism emphasises the existence of subjective reality and argues that natural
and social sciences are different and hence scientific technigpesks in natural
sciences cannot be used to find solutions to social science problems; instead,
researchers need to interpret the reality as it is (Bryman and Bell, 2008). According
to Collis and Hussey (2009 57), interpretivism is underpinned by the ie¢lthat

social reality is not objective, but highly subjective because it is shaped by our
perceptions Ramanathan (2009) termed interpretivists as social constructivists. He
suggests that according to a social constructivist philosalbipgrceptions ofeality

are socially constructed and the social realities in turn are a function of shared
meaning that are produced, sustained and reproduced through social

i nteractionésoci al constructivists belie
interpretation,and objective knowledge that is independent of human perception is
not possibldRamanathan, 2009 42).
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4.2.3 Differences between positivism and interpretivism

In positivist research the researcher remains independent and unbiased.
Interpretivism, conversely, requires engagement of the researcher as he needs to
interpret the data. While in positivism the human interest should be relevant, in
interpretivism the human interest is the main driver of research (EaSaritly,
Thorpe and Lowem, 2002). terpretivist philosophy is more suited to exploratory
research which aims to generate better understanding of the investigated
phenomenon while positivist philosophy is more suited to establishing a causal
relationship. To achieve this positivist philosgplgenerally relies on existing
theories or frameworks while interpretivist philosophy is aimed at improving the
richness of the available information working towards development of new theory or
frameworks. Positivist philosophy requires a simple unit ofalysis and
generalgation is achieved through statistical probability techniques. On the other
hand, interpretivist philosophy is capable of including the complexity of whole
situations and requires theoretical abstractions for gesadrafi (Easterbysmith, et

al., 2002).

Since interpretivist philosophy allows analysis of complex situations a small sample
is sufficient for interpretivist research. In opposition to this, the statistical approach

adopted under positivist philosophy requires a large sasigge

As mentioned beforethere is no straightforward answer to which of these
phil osophi cal positions is superior. |t
perspective on reality. The next section provides the justification for using an
interpretivist position in this research.

4.2.4 Justification for using interpretivism

Although the positivist paradigm has dominated HRM research with most
researchers looking to establish a caei$ect relationship using quantitative analysis
(Legge, 2005 Hesketh and Fleetwood, 2006; Delbridge and Keenoy, 2010), some
researchers, however, are perfectly aware of some limitations with regards to this

approach due to the inability to take the subjectivity of the social reality of human
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behaviour into considation. Hesketh and Fleetwood, (20@8582) comment that:

the social reality is not far more complex than this scientific approach presupposes,
but HR managers also know it is far more compléhe critics go further and argue
that the quest for viewingosial reality through the lense of objectivity can lead to
distortion of facts and hence our knowledge of HPWS and performance phenomena.
Criticising the excessive focus on positivist paradigms, Brewster (¥299) states
thatlike the fish's knowledgef water, these researchers not only see no alternatives
but do not consider the possibility that there could be any ... some of those who
become aware of the alternative paradigm respond ... by denying the value of the
alternative. One stream of reseamts strongly believes that HRM research can
benefit immensely from alternative paradigms such as interpretivism, which are
essential for intgreting social reality (Ferrigt al, 2004; McKenna, Singh and
Richardson, 2008).

Contrary to the most populaositivist approach this research adopts an interpretivist
philosophy. The reasoning behind adopting an interpretive paradigm can take several
grounds. Firstly, the theoretical focus of this study is to explore and improve the
richness of the available thees on HPWS implementation. This research as
mentioned earlier aims to understand HPWS practices implementation through its
institutional contextual settingnd based on the contextualisespective Kerreira
Neiraand Vieira,2012), aninterpretivistphilosophy is, therefore, more suited to this
type of research.

Secondly, as subjectivity is concerned, interpretivism can provide a voice to those
individuals who are affected by the phenomenader investigation (Saundetsal,

2011). Thus, interpterism is particularly useful in this research because it involves

i nvestigating the perceptions and behavi
managers, line managers and employees. Interpretivism is useful in understanding
what these individuals makef HPWS initiatives. This helps the researcher in
providinga deeper understandingoftbeu r r ent i nve st i(Hpsketh ond s
and Fleetwood, 20068Yalsham 1993.

Finally, HRM is a subjective field that can be investigatedmfr multiple

perspectives (Staldt al, 2012 Mintzberget al, 2005). For example (Legge, 2001)
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adopts a constructivist approach in her critical study regarding positivist attempts at
investigating the link of HPWS with performance. Her argument is based on the
claim that all findings and facts of HPWS are in fact the outcome of any social
constructon of a certain context, which has to be under consideration for HRM
effectiveness attempts. Similarly, Watson (2004) argues that instead of working to
develop prescriptions fobest HRM practicescholars should be analyg how
practice is actually constcted within specifiorganisatioal contexts. He goes on to
argue thatt is impossible to see how this can be done without relating HRM to
broader patterns of culture, power and inequal(yatson 2004 p450). Thus, the
benefit of adopting constructiam is that instead of forcing a best HRM model, it
allows us to investigate the HRM practices as they are (Watson, 2004). This research
does not aim to propose the best HRM practices in the context of the Saudi banking
industry, but rather explores the iaqt of institutional factors and HRne manager
interaction on the effectivenesof these practicedidden in the creation and
operation of HRM practices are political, emotional and psychological processes
(McKennaet al., 2008) that can be revealed lpnstructionism. Although not
acutely aware of these processes, neither are employees merely passive recipients but
are embedded in the creation of such initiatives. Theareation of HRM outcomes

may also be called constructioniasn This goes as wellvith cross functional

mobility between HR department and line mgement.

Interpretivist philosphy is, however, often critisl for its highly contextual nature,
which means that the findings can be highly biased (Ramanathan, 2009). This
reseach erdeavours to decontextuadighe findings by using multiple case studies.
There is, however, a potential of bias as all the case studies selected are from the
Saudi Arabian banking sector. On the positive side, this contesdti@ati is
important in this reearch because the focus is on investigating the impact of

institutional factors, whicleonsideredighly contextual

To conclude, for the purpose of this research, interpretivist philosophy seems
important because of the fact that we need to understamdie depth the past, the
background and the different aspects of HPWS implementation and social interaction

as wel |l as discover some relation betwee

and organisational performance through their implementatfoHPWS practices;
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that is to say understand how the different aspects of HPWS formulation and
implementation can affect its effectiveness and consequently organisational
performance.In order to be able to understand the subjective reality of an
organisa i on6és actors it is essenti al to int
sense. The use of an interpretivist paradigm can also reveal the motives, actions and
intentions of those actors in a way relevant to their understanding of the processes in

which they are involved as well as that of the researcher (Saunders et al., 2007).

After discussing and justifying theuitableparadigm for this research, the following
section presentand justifiesthe chosenmesearch approach and method, in order t

answer the research question.

4.3 Research approach

A research approach determines the nature of the data and analysis. Researchers can
adopt a qualitative or quantitative strategy or even a mixed strategy that combines
both qualitative and quantitativaspects (Ramanthan, 2009). The table below

presentshe differentiations aspects betwegralitative and quantitative research.

Table 4.0: Key differences between qualitative and quantitative research

Quantitative Qualitative
Aim Discovery Invention
Begins with Hypothesis Meanings
Designs Experiments Reflexivity
Technique Measurement Conversation
Analysis/Interpretation verification/falsification sensemaking
Outcomes Causal Understanding

Source:Ramanthan (2009).

Apart from the differencefisted above there are some notable differences in the
operationalisation of qualitative and quantitative research. The next two sections
provide the differences between these two approaches and justify the choice of the
most appropriate one to the currstudy.
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4.3.1 Differences between qualitative and quantitative research strategies

Qualitative research tends to be more exploratory while quantitative research is
based on objectivity aneénds to be conclusive (Saundetsal, 2011). Quantitative
research is about establishing facts while qualitative research is about obtaining
additional knowledge. Due to this, qualitative research is often open ended and very
complex as compared to quantitative research (Creswell, 2009). This research is
more exforatory in nature as it involves interpreting human perceptions. Since
different actors can have different perceptions of a situation it is essential to
accommodate these perspectives and acknowledge the complexity and diversity in
the perceptions of diérent actors. This is only possible in qualitative research.
Although quantitative research has high verifiability it decontexdesilithe
views/opinions of human beings especially when it comes to aspects such as

satisfaction and motivation amongst others

Qualitative data is diffictlto analys and that could draw many researchers to adopt

a quantitative approach (Punch, 2005) but the essence of this research is the
complexity in the opinions/perceptions of people. Qualitative data collection is quite
laborious and resource intense both for the researcher and the respondent (Kothari,
2008). It does, however, result in quite rich data, which is essential to disentangling

the complex web of opinions and perceptions thatacterse qualitative research.

4.3.2 Justification for using a qualitative research strategy

Qualitative and gantitative research methods both have their merits but the
researcher must apply a critical approach to determining which is the best suited to
the proposed study (Saundetsal., 2007)Hence, there are several reasons for the
researcher to employ qualitative research as the best suited approach to this research.
Firstly, as mentioned earlier in chapters three and two, the literature has highlighted
that there are a scargi of qualitative studies in the context of HPWS
implementation. For example, Young (2010) and his colleagues call for qualitative
research and state that it involgeater use of qualitative and reflexive approaches
that drill-down intoorganisatioral discourse and further build on our understanding

of HRM practices and processes, and how these are influenced by the context and
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environment Young et al., 201Q p1 8 3) . I n accordance with
(2008) views, who claim that qualitative easch is useful for understanding any
phenomenon Hdepth, this is owing to the fact that it can help the researcher to
provide a better understanding of what is already known about the phenomenon.
Besides, it also allows gaining-depth information abduwhat is happening in
reality that guantitative research canbo
qualitative research first to fill the gap in the literature of HPWS implementation as

well as to provide irdepth information about how HR and lineamagement are
experiencing HPWS in reality. In addition, it provides a better understanding of the

implementation phenomenon related to its contextual factors.

A qualitative research method welsosen owing tahreefeaturesof this method as
identified by Creswell (2009). The firss that it enables usingeveralmethods;
interviews, observatiorand focus group discussioritandy and Conte, 2004;
McBride and Schostak, 2004; Muchinsky, 2003; Spector, 20@R6hch (2005)
argues thatjualitativeresearcheis free to mix and match the research instruments
that best suit the purposes of the study. Hence, this researssutililtiple methods

as it collects data from three different sets of individuals. The researcher used
interviews and focus groups thrdugn ethnographic method in order to provide
culture specific insights and explanations about individuals. The data collection
instrument along with the case study approach obtains rich data dealing with
participantsd views on HPWS i mplementati

Secondly, as the intention of this study is to explore the implications of institutional

factors (i.e., a configuration of normative institutional and social interactions related

to HR and line management interaction) as influencing pressures have their impact

on HPWS i mplementation effectiveness wit
regarding thisphenomenon Qualitativeesearch is more suited than quantitative
research. This is because the former method is useful in generating more knowledge
about a phenomenon in its social reality context (Spector, 200&gs and

Huberman (1994p.1) identify qualitative research assource of well grounded rich

descriptions and explanations of process in identifiable local context
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Moreover, as this research is related to human attitude and action concerning
HPWS practices implementation, so it is essential in this type of stody
understand the meaning of human experience and to interpret their cofderns.
subject of this study 1is one that requi
intentions and, therefore, a qualitative methodology was selected (Creswell, 2009).
This wa because qualitative research places emphasis on words rather than
numbers in its inductive approach to the matter under investigation (Bluhm,
Harman, Lee and Mitchell, 2011)Hence, by qualitative methods the researcher
can recor d parotds, exprpsaions and feadingd regarding WPWS
implementation within their local context and culture. According to (Anderson,
2004) gualitative research is most suited to SHRM because the depth and flexibility
provided by qualitative research blends weithwthe requirements of HPWS
research that is inherently complex (Kiessling and Harvey, 2085 unique
circumstances and preferences of others are not easily discovered in the creation of
their perceptions so it is necessary for the researcher to haweetres at hand by
which to gain some understanding of their experiences (Beins, Z884pcus thus

helps in understanding and explainihgman experience rather than predicting
behaviour(Fouché and DeVos, 2008.79). On the other hand, using quaniwat
research methods would not provide rich and detailed information about what is
happening in reality, rather the focus is in giving numbers to prove facts and not to
deeply understand a complex phenomenon such as human interaction and HPWS

implementatio and all the complex relationships within it.

Finally, several researchers and pioneer authors have noted that the qualitative
approach is suited for expanding and retesting existing theories, whiehblean
empirically supported, for examplBluhm and his colleaguesstate Qualitative
researchers expand and sometimes retest empirisafported theories with
gualitative methods to establish causal mechanisms that are not well suited to
guantitative testing and to uncover what has changed as well ashakaemained

the samegBluhm et al, 2011, p.1870) While the existing positivist literature has
provided useful guidelines in the theory of HPWS and organisation performance,
most often, the causal mechanisms remain relatively wmdeored in the
guantitative tradition (Paave, 2009 To explore these issuethis research takes the

trend of the qualitative approaghth a particular interest in understanding the causal
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mechanism of HPW3nplementation(Chow, 2012; Becker and Huselid, 2008).

other words, His research besides considering implementation as a mediator factor
linking HPWS with performancét believes that focusingn what are the conditions

of effective implementatiofis utmost importantln fact, the current study believes

the solution to many of the HPWS implementation failuress due to its
organisational setting.To conceptuate the experience of HPWS implementation
through HR and | ine managers6 encounters
the institutional theoryof (DiMaggio and Powell, 1991and (Scott, 2001).
Employing institutional theory is useful in understanding how the institutional setting
shapes interactions amongst different groupsonjanisatioal actors and its
implications on the effectiveness oPM/S implementation (Hesketh and Fleetwood,
2006). Thus, the study expands the scope of implementation theories as it focuses on
interpreting the causal mechanism of effective implementation and its relationship

with employeesd performance.

Although, resehers are the key aspect of qualitative research (Creswell, 2009)
because they add to the quality of data through both collection and interpretation,
one of the most significant criticisms of qualitative research is that it is prone to
interpretation bigsthat is, the possibility that the collected data is misinterpreted by
the researcher (Creswell, 2009). This misinterpretation can be because of the
researcherds personal bias or because of
these problematic isses, firstly, the researcher tried to keep aside her personal
biases and interpretted the data in as unbiased/nemtaainer as possible
(Saunderst al, 2011). Secondly, the researcher has followed case study protocol
in order to reach methodological rigor for data reliability (which will be discussed
in detail laterunder sectiod.5.2 of this chapter). In doing so, the likely outcome of
the researchamn be predicted with some accuracy and validity.

In light of the abovesince the focusereis to explore and understand the factors
involved (social interaction between HR and line managers) in producing effective
implementation of HPWS through its instional setting, in terms of the
respondent sé perspectives and meaning (t
This would allow the researcher to expand the scope of previous propositions in

HPWS i mpl ementation and o r ghasn theyedotej on 0 s
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influences the adoptioof a qualitative research approach and would be the most
suitable for the current study.

4.4 Research strategy: case study

Initially, case study strategy research can be used to gain new insights, especially i
situations where research is exploratory, inductive and involves theory building as
opposed to being explanatory, deductive, and involving theory testing. Further, the
case study methodology provides deep, rich and experiential information @Muller
Carmenand Croucher, 2008; Yin, 2009). The case study methodology is, therefore,
deemed to be the most appropriate for the purposes of this research. It is considered a
good choice for several reasons. Firstly, choosing case stbdyition the research

aim, objective and question, as the purpose of this research is to understand how
institutional factors influence the phenomenon of HR and line manager social
interaction and its implications for HPWS implementation wigeper understuding
According toYin (1994, p6) case study is actually suitable when the research
guestions start with what, why and how as opposed to the survey strategy research
questions, such as who, what, where, how many and how. mBebondly, by
employing case study the researchen caly more on the meaning respondents
provide, This, in order to go deeper in reality and understand how HR and line
managers interact in the implementation of HPWS and how this interdependency
bet ween organisationbs gr ouwaytheysactinor med ,
respect to institutional pressure influencing the medium they operate in. According to
(Yin, 2009 p. 18) case study @n empirical enquiry that investigates a phenomenon
within its context Eisenhardt (1989p534) as well statesThe case study is a
research strategy which focuses on understanding the dynamics present within single
settingCase study is, therefore, quite a useful stratéigwllows for the use of
multiple data sources and is quite a comprehensive research stratagyY@u9;
Creswell, 2009).

There are four aspects of case study research (Punch, 2005). Firstly, it has
boundares, which calls for identifing and describinghem as clearly as possible
(Gibbert, Ruigrok and Wicki, 2008). Baxter and Jack (2008) advise that case study

boundaries enable a researcher to narrow his or her research question, or topic, to a
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level that can be managed in a single study. This resemcbws the focus of
institutional factors to normative institutional factors that cover three dimensions
(professional norms, management practices and culture) (Scott, 2001) and assesses
its influence on the interaction between managers and the impldémmerdaHPWS.

It is essential to set the research within the boundaries as institutional factors vary
from industry to industry. Furthermore, management factors are quite specific to an
organisation and hence setting the research in indivichsad studies essentialln

this research the case is Saudi banks.

Secondly, it is necessary to identify the unit of analysis, as this is important in both
preparing for data collection and data analysis stages of research. According to
Brewer and Hunter (2004 .84-86), there are six types of units, which can be studied

in social science research. These iadividuals, attributes of individuals, actions

and interactions, residues and artifacts of behavior, settings, incidents and events,
and collectivesAny of these units can be the focus of case study research. In this
research the unit of analysis is the interaction between HR and line managers and

empl oyeesd perceptions.

Thirdly, it is not possible to study everything about a case. A researcher must,
therebre, have a specific focus. This research focuses specifically on three things;
how is the interaction affected by institutional factors? How do the interaction and
institutional factors affect HPWS implementation? And, how does the

implementation affectraployee outcomes?

Lastly, case study research uses multiple sources of data (Perry, 1998; Robson,
2011), with the data being collected in naturalistic settings (Stake, 1995). Yin (2009)
highlights the six main sources of case study evidence as docuorwengathival
records, interviews, direct observations, participant observations, and physical
artifacts. This research used interviews, focus groups and document reviews to

collect data.

Theoretical orientatiors the basis on defining the case stublye value of theory is
of utmost importance (Cornforet al, 2005). This research builds on institutional

theory and examines its interlinking with SHRM practices. While it is known that
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institutional factors affect SHRM practices the outcome of this gjeks not yet
satisfying. Furthermore, there is no empirical research on how institutional factors
affect the interaction between the actors. This research aims to fill these gaps using
case study design (all of the four boundaries mentioned above anssdiddn detail

later in the case study protocol section).

4.4.1 Research design for case selection (single versus multiple case studies)

Traditionally, case study strategy is suitable for qualitative research because it allows
the researcher to capture theality of a natural context related to a specific
phenomenon (Cavaye, 1996). According to Yin (2009), a case study researcher is
confronted with two choices. The first is the choice between a soagle and
multiple-cases, and the second is the choice between a holistic and an embedded
design. Thechoice between the two types of research strategy depmmdbe

resear chessdogenearalidelthe nesylts drawn from the case studies.

The choice of a single case study is usually based on being the case under study of an
exemplary case and contains unique circumstareespoted by Ellram (1996
p.100), where, usually, a qualitee researcher uses a single casdest a well
formulated theory an extreme or a unique case or a case which represents a
previously inaccessible phenomendine benefit of using a case study research
strategy is that it enables the researcher to beedo the entity or the case under
study and to reach deep through investigation in describing the phenomenon due to
the closeness in capturing and revealing
On the other hand, the disadvantage of a single ¢adg & the probability of a
researcher misjudging and/or exaggerating the available data of a unique event.
Given the part, however, of research questions in understanding the factors
influencing HPWS implementation, the researcher avoided adoptinge soagle

study for two reasons. Firstly, this research is not confined to a particular unique
case. Secondly, to reveal different institutional settings in different organisations
woul d hel p I n understanding di fferent
implications for HPWS implementation. Avoiding single study is deliberate because
of the need to replicate procedures (liberal replication and theoretical replication),

which show similarities, and dissimilarities of institutional factors in HPWS
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implemenétion in different organisations. Hence a multiple case study approach is
adopted for this research.

It is believed that multiple case studies are useful in providing compelling findings
about complex issues (Yin, 2009). It is also useful because #meytdise a variety

of evidence and make use of triangulation to achieve qualitative data rigor in
qualitative research (Yin, 2009). Moreover, a researcher can use moigde
studies to enhance cresase analysis, which leads to richer theory buildibastly,

by utilising multiple case studies of two or more, can strengthen and validate the
findings drawn from the cases under study. Thiswing to itsreplication base.
Thus, multiplecase studies are considered to be rigorous in terms of metggdolo
(Perry, 1998).

The preference of utding multiple case studies, therefore, was concluded by the

need to explore different institutional setting from different cases and its effects on

an organisationdés soci al shte implententatian ofi nt e r
HPWS. The researcher finds that multiple case studies are more beneficial for the
research vigor, as it assists the researcher in-chessing the findings.

4.4.2 Number of case tudies

A researcher can use his/her own judgment about the number of cases. Generally
speaking the researcher should select the number of cases with an aim to generalising
the findings of the research (Galli, 2012). Moreover, Lim and Ting (2012)
recommend that sapling selection should continue until redundancy is reached.
Higginbottom (2004) explains that sample saturation, or data redundancy, occurs

when emergent themes repeat, or when new themes no longer emerge.

Owing to the lack of consensus on the optimoumber of cases (some scholars
recommending a minimum of two while others recommend a maximum of 15 case
organisatios) (Kumar, 2011). According to Perry (1999.794), the widest
accepted range for case studies seems to fall between 2 to 4 as the manitnion

12 or 15 as the maximurkurther, Vos®t al (2002) highlight that the decision lies

not in the case numbers, but in the ability to provide the depth of observation of the
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phenomenon under study.So the fewer the case studies, the greater tleefahanc
the researcher to detect more in understanding the context of a lparticu
phenomenon. Moreover, Iraei al (1999) contend that the selection of the number

of case studies is mainly influenced by the research aim and questions and the
decision is pmarily due to the researcher in selecting informative caSasnders

et al.,2009).

This research collected data from two banks in Saudi Arabia, and the two cases
provided rich information for achieving the objectives of the research (Muller
Carmen andcCroucher, 2008). Besides, the literature shows that there is a shortage
in studies taking the banking industry into account when examining the relation
bet ween HR and |l i ne managersd interactd.i
practices. Moreover, selectinpe Saudi banking sector is due to two reasons:
firstly, the banking sector in Saudi Arabia has a dual influedae to the level of
internationalisation in banking practices, it is expected that the Saudi banking sector
will experience the impact of botthe national culture and international HRM
practices. Other industry sectors are not internationalised to the same extent as the
banking sector due to the global level of integration of the banking sector. Thus,
due to the internationalisation of the ity we would expect global business
practices within the sector to have an influence on the practices within the Saudi
banking sector. Secondly, the banking sector human resource chain has a
consistency in objectives and goals. Other industry sectorsehageety of roles

within the business which makes the business a combined entity of several separate
divisions such as sales, research, marketing, distribution, logistics, and others. On
the other hand, the banking sector has a limited range of praaludta level of
consistency in business practices, which are all aimed at delivering the service
through the front line employees. This makes it easier to collect and analyse data.
Furthermore, since this study involves cross case analysis, consisteniog in t
business practices and functions at the industry level are essential for
comprehensive cross case analysis. In other words, it ensures that the context in

which cases are analysed and cross compared is similar.

The reason for limiting the cases to twodue to limited accessContacting six banks

and requesting to participate in the sunayly three banksagreed to participate in the
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survey. At the data collection stage, however, the researcher experienced several
difficulties in obtaining data fronone of the banks. Several appointments were
arranged and cancelled and several prospective interviewees pulled out their names
due to their busy schedule. As compared to an average of 25 intepaetenk for

the other two banks the researcher only rgadao carry out three interviews in this

bank and consequently this bank was excluded from the sample. Thus, only two
banks could be included in the sample. The disadvantage of using only two banks for
the study is that it will affect the generalisatidrtloe findings. On the positive side,

the banks selected are two of the largest banks in Saudi Arabia and hence the sample
is high quality. The selected banks served sufficiently well the aim of this study
because they differ in terms of their size, agd gaographical expansion, which
areconsidereé@ssential for showing differentiation of institutional setting in the first
place. In accordance witMerriam (1992) and Iranet al (1999) in qualitative
studies the number of samples is not an issue asa®mige results of these samples
show the researcher 6s capability i n co
understanding that can add knowledge to the phenomenon underBstusblecing

two banks for case studiehis enabled theesearcher to compaend contrast the

di fferences and similarities bet ween t h
consequently the impact on forming HR and line management interaction where
HPWS practices are conducted and executed. As the fedissunderstand each

bank n implementing HPWS and how HR and line manager are interacting on each
activity of HPWS and why institutional setting here considers the base of
interpreting the behaviour of actors (based on those HPWS practices defthed in
theoreticalframework in @apter three). Besides, the researcher was conscious in
collecting data from different banks that this could assist in reducing any bias in the

data interpretation as well as obtaining repetition logic within multiple case studies.

According tothe reseach onion time horizonis the fourth layerlt refers to the
amount of time that the research focuses on. If the research focuses on a particular
time then the time horizon is cross sectional. If the research involves investigating a
phenomenon over a Ignperiod of time (such as in trend analysis) then the time
horizon B termed longitudinal (Saundess al, 2011). Since this research involves
investigating a particular phenomenon at a particular time and because all case

studies, interviews and focus group discussions are carried out in a short period of
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time, the time horizon for this research is cresdional.

After presenting and justifying the research paradigm, approach, strategy and time,
the next section presents the research dessgiiie chosen cases are from a Saudi
context a detailed discussion on the empirical research context and justificat
provided in chapter five.

4.5 Research design

There are three stages suggestedi@ykowicz (2005Wwhen applingqualitative
approach reseeh; research design, data collection dathanalysis. All effective
design requires an internal logia fibto serve its purpose well and the same applies
to research. The logic must flow from the initial research questions through the
collection and analysis of data to the eventual conclusioosnsiders a prior
procedure has to be done before the mebea entershe data collection stag¥in

(2009 points out that well designed research enables the researcher to follow a
cohesive and logistical process throughout the work. This, in turn, can lead to the
researcher achieving credibility in collectingnalysing and interpreting the data
(Yin, 2009). The following figure illustratesthe researchdesign thisresearch
followed.
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Figure 4.1: The research design this research followed
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Based on the figure above, thissearch followed three stages in writing up the
thesis report. The first stage (phase) focuses on identifying the research gaps and
building the initial conceptual framework regarding the institutional factors

HR aciondg and itsn effectnoa nleeger s 6
the HPWS

second stage determines and justifies the research approach methods and tools. A

i mplications for

effectiveness of i mpl ement ati on
case study protocol was followed in this stage before entdrengrpirical field for

data collection. This was done with the aim of gaining credibility, reliability and

validity for the data collection, data analysis and findings. The third stage includes

data analysis in order to extract the findings for each ocaser investigation.

Qualitative data analysis is the technique this research followed using within case
analysis. Then a crogmse analysis was followed in order to identify the key
findings with a theoretical replication as a base for revising thelfoamework,

which leads to identifying how the study was able to fulfill the research objectives
and achieve the research aim that answers the research questions: ending up with
the research accomplishment by presenting the theoretical, methodological an
practical contributions for this research. (The following subsections discuss these

steps in detail.)
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After presenting the research design process the following sections address the
procedures followed in order to validate tteoreticalframework of he study.
They concentrate on unit of analysis, case study protocol, data collection techniques

and case study analysis.

4.5.1 Unit of analysis

Technically, the unit of analysis may generally be from three different levels, namely
organisatioal, group and/or individual (Mulle€armen and Croucher, 2008). It
highlights at which level the research is conducted and which entitiessia@rcher
seeksto study (Blumberget al, 2011). Since the purpose of this study is to
investigate the interacth of HR and line managers affected by its institutional
factors and its affects on HPWS implementation effectiveness. Thus, for the purpose
of this research, the unit of analysis is group level and cstganal level. With
regardsto the group level unito f anal ysi s, It compri ses
interactions when implementing each of the HPWS pract&th regards to the
group | evel unit of anal ysi s, it compris
implementing each of the HPWS practices.thils case the interview questions need

to concentrate on how HR and line managers interact when implementing each of the
HPWS practices and what factors affect their interaction in the implementation of

each activity of HPWS, by highlighting the institutad reasoning.

Us ual | ystructbra enkosmassashuge number of different departments and
business units. The unit of analysis is the interaction between HR and line
management and depends on the number of departments and their relationship with
HR managers in each case study. As each managerial department includes different
levels of managerial positions (i.e., senior management, middle management and
front line manager), which interweave with the interaction with HR managers. In this
respect, theasearcher grouped those departments into two groups; front offices and
back offices in order to distinguish the relationship between HR and those managers
in different departments with different amagerial goals and interest3he
interaction as a unit odnalysis will, therefore, include those managers from back
offices such as IT, finance, operations, corporate operation maintenance, risk
management department and regulation and police department; while the targeted
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managers of front offices include, headreasury, head of branch network and retail
branch managers. Accordingly, the unit analysis of these departments interaction
with HR people with regards to implementing each practice of HPWS is the focus of

this study.

With regards, to the organisatimal level unit of analysis, it concernsassessing
e mp | o sagsEadi@n regarding the implemented HPWS, and eventually its effects

on their performance.

4.5.2 Case study protocol

Case study protocol is known as a general guidance on the rulpsoaedures with
which the case study is conduct and the empirical work is carried out (Burns, 2000).
On other words, it is a prior frame that the researcher has to plan before conducting
the empirical aspect ofé research project. Johnsttral. (1999 p207) noted that

prior to entering the data collection phase, a systematic plan must be developed
that stipulates what informationThus t o
before the researcher gets to the data collection stage shefhi® lkevelop a
structure by which data will beollectedand the setting of rules by which the data
will be analysedand interpreted (Yin, 2009). There is evidence that a case study
protocol is a beneficial guidance in setting proper interview questiasover the
subject undertaken and direct the researcher in collecting the data required
throughout the interview (Yin, 2003). Most importantly, as Yin (2009) contends,
following case study protocol, pallecting data within case study strategy redearc

increases the accuracy and reliability of the report findings and results.

Yin, (2009) and Eisenhardt (1989) identified three phases in case study methodology
protocol, for example Eisenhardt (1989) named it as; get started, enter the field, and
closue phase. As mentioned by Yin, (1994) both data reliability and research
findings validity highly depends on a wsallructured case study protocol. The

following table 41 summarses the main elements that frame a case study protocol.
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Table 4.1: Framework for case study research

1 Prior theory
1 Research design for case studies
o Type of case study
o Replication logic within multiple case studies
0 Selection of the cases and number of interviews
1 Data collection procedures
o Data collection methods for this resga
o Participants6é actions durin
o Case study protocol
1 Analysing the data

Source Adaptedfrom Yin (2009), Anderson (2004)

It is essential to emphasise here that the researcher has followed the elements
provided in table 4. above which are in line witkisenhardi s  ( ta8e8sfudly
protocol in three phases. Some have been explained already in the previous sections
such as research design for case studies (see sections 4.4, and 4.4.1 and 4.4.2). As for
the remaining elemestcontained within a case study protocol framework, the
following subsections discuss each in detail and the steps the researcher followed to

accomplish the case study protocol for this study.

Prior theory

Yin, (2009) advises using prior theorythatdmhs a research project, which is
developed at the problem definition and research design stages of the research,As far
gas the terms of the research problem are concerned, as mentioned earlier in section
4.4, this research is informed by the SHRM, HPW&btles, and an appreciation of

the interaction between HR and line managers as well as institutional theory and,
according to thditerature review on those topics, research gaps and key issues of

interest were identified.

According to Dul and Hak (2012)an empirical researcher has to fulfill the
requirements of good theory. Similarly, Mul€armen and Croucher (2008)
recommend that theory generatiendeveloped eithedeductivdy, or inductivey.

The implication is that inductive and deductive reasprame opposite ends of a
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continuum. Nevertheless, Mull&armen and Croucher (2008) contend that, over the
course of time, theory construction tends to combine deductive and inductive

reasoning.

In deductiveettemptthe researcher starts from a hypoteemnd tries to prove or
disprove the hypothesi§Saunderset al, 2011). Acording to Bryman and Bell
(2008, deduction is based on the conclusion relating to a particular case, that is,
either to refuse or acceptVith inductive enquiry studiesarrive at conclusions
following observation and without the necessity for hypotheses. This means that the
process of enquiry travels from the specific to the general (Saunders et al., 2011).
According to Bryman and Bell (20p&duction reasoning is opeanded ad could

result in one of several possible outcomes.

Justifications for the adoption of an inductive research approach

The approach used in this researchaisombination ofinduction and deduction
(Saunderset al, 2011). While the subjects of HPW&nd its relation with
organisational performance and the role of actors have been widely studied, there is
little research that combines the impact of contextual factors and the role of actors
(as an institutional factor) in formulation and implementat@inHPWS and its
impact on the effectiveness of HPWS in improvanganisatioal performance.

This researchthereforetakes a balanced vievbased or(Perry, 1998, p.78%ure
induction might prevent the researcher from benefiting from existing thestyas
pure deduction might prevent the development of new and useful.theany case,
Parkhe (1993 p252) advises,both extremes of induction and deduction are
untenable and unnecessagiven that advancing theories requires a combination of
the wo.

This research relies significantly on existing theories such as institutional theory but
this research is not a mere testing of applicability of these theories as proposed under
deduction. This research involves combining the different aspects d¢ingxi4R

theories and using the syntteesd model to analgs the role of actors and
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institutional factors in formulation and implementation of HPWS. Hence this

research is mostly inductive with some elements of deduction.

Inductive research can be quitengdex and messy due to the lack of structure but
combining it with deduction allows the researcher to benefit from the structuredness
of deduction and insightfulness of induction. Nair and Riege (1995) recommend
three ways of blending the two approachestidlly, convergent interviews with
practitioners are often included in a research design especially during the literature
review stage of a piecd mesearch (Anderson, 2004n the exploratory stage, initial

data on HPWS, interaction and institutioradessures is identified through the
literature review. The researcher also reviewed secondary data from such sources as

Saudi banking sector publications, journal articles, websites, and other reports.

The second method of blending involves conducting one or two pilot studies in order
to polish the interview protocolprior the actual data collection (Yin, 2009).
Accordingly, 3 pilot interviews were conducted to assist in gienning of the
interview, ard to guide collection of data in the explanatory stage. The pilot
informants were managers from different banks known to the researcher from her
social network. Two were from line management and one HR business relationship
manager. The researcher wantedest and validate thgevelopedheoreticaimodel

and its suitability for Saudi banks, as well as to refine the clarity of the interview
questions, so the interviewees were encouraged to comment and provide suggestions
with regards to any existing hazgseon the interview questions aadk of clarity in

t he wording. The informants also drew tl
elements with regards to the interviews procedure. For example, they suggested that
the researcher should differentiatevisen managersn back offices and those in

front offices with regards to their relation with the HR department in the
implementation of HPWS. This approach helped in testing the potential of the
interview questions and refining the data collection plah wegards to content and
procedures. With regards to the focus group instrument, the researcher did some
informal interviews with some employees who work in Saudi banks. This was done

in order to test and refine the articulated questions (testing stitisja@and to be

sure that the questions asked later were pertinent to the subject undertaken and clear

enough to be answered easily. Accordingly, at$tageof the case study protocol,
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the interview questions were develop@all details of the development of interview
questions are discussed later under section 4.5.3 data collection in interview

subsection

It is worth to emphasise here that by developthg interview questions based on
the research aim and objectives andcbyss checkingt with the field expertists
(bank managers and supervisor), this led to readhmdjirststageof the case study
protocol procedures, which needed to be doe®re launching the data collection

stage.

4.5.3 Data collection procedure

Once the researcher decided on the research strategyiiigle case studies),

unit analysis (i.e. Interaction between HR and line managers), the setegedf

the case study protocol of research design is data collection. Qualitative researchers
highly advocate applying multiple methods for data collection in case study
research strategy; this is as reported earlier for the validity and reliability of case
study findings and report (Yin, 2009; Brymamd Bell 2007). For example iM,

(2003) reported that in case strategy research a variety of evidences can be used
such as documents review, interviews, focus group, observation and physical items.
This researchemployed three of these sources as data collections, which are
documents review, interviews, and focus groups. The following sections present

each one in details.

Documents review

In research including case studies, researchers often use archivds ecbuild the

case study (Yin, 2003). Documentation is a supplementary source of evidence that
serves in understanding the observable phenomenon. The important means gathered
and analysed from the relevant documents supplement qualitative researchers in
structuring interviews and observations (Gibson and Brown, 2009). Usually
organisations collect a vast amount of data for certain research projects and for
reporting purposes. Of particular use in this research are the industrial data on the
banking industy (especially the Saudi banking industry) amdjanisatioal data
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from Saudi banks. Although, it is considered a secondary source for understanding
the phenomenon, it is useful because it provides both qualitative and quantitative
data and the researchean benefit from a diverse perspective without investing

significantly in collecting the data. Furthermore, the researcher benefits from present

as well as historical data that makes it easier to identify trends.

This research mainly uses the archivalorecd s of t he banks, suct
reports, magazines, banks financial budgets and Saudi Arabia monetary agency
(SAMA) reports. Typically, archival records include records on present and past
factors such as performance of trganisationfor examje its policies and strategy.

The usefulness of this data is because the fact that it is reported to the wider
stakeholder base and is prepared by the individuals who are themselves involved in
the business. It is the most reliable data available abgubranisation Banks
included in this research are publicly listed and in accordance with regional and
international laws publish vast amounts of data about the various aspects of the
business including its performance, including compliance policies ashatigers.

The annual statements published by the banks are the richest source of information
about the performance and policies of the banks as well as about the future business
outlook and strategy. This data was used in crafting the interview queatomsl|

as for clarifying (supporting/ contrasting) thiedings of the primary research.

Semi-structured interviews

The interviews were the main data collection for this research. Interviews are
considered the most important data collected doalitative research due to the

i nvol vement of i nterpretive plibénkimaadphy,
Lincoln, 2007. Berg (1998 p57) defines an interview as conversation with a
purposelnterviews can take different forms that include one to one interviews, focus
groups and/or telephone interviews. They do, however, involve one to one
discussions between the researcher and the respondent (Anderson, 2004) and this has
several benefits.df example, an interviewer can learn from not only the words but
also the body language and verbal and visual cues provided by the interviewee
(Seidman, 2006). The one to one interaction allows the interviewer to obtain rich,

informative and relevant datAny confusions or misunderstandings can be resolved
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immediately and this speed up the data collection process.

But interviews have their own drawbacks. They cost a lot in time and resources and

often face obstacles such as bureaucratic barriersgutiiffiin accessing right

candidates and even transcribing the interviews (Stahl, Bjorkman and Morris 2012).

This was a significant barrier in this research as the researcher had to obtain
permission from several different institutions and individualsctmduct the

research. The permission was often very difficult to obtain especially because it
involved collecting data about the internal strategies of organisations and
permi ssion was only obtained through t he

relations.

Researcher bias is another drawback of interviews. An interviewer needs to
interpret the data in order to be able to understand the meaning but this may
sometimes, inadvertently lead the researcher to interpret the meaning, not from the
i nt er vpespediwe hdt &m their own perspective (Stabt al, 2012). To
overcome this, the researcher ensured that interviews were either recorded or
accurate notes were scripted during the interview. The researcher recreated the
interview verbatim immediatgl after the interview. Furthermore, the researcher
sent the recreated interview transcript to the respondents to ensure that the
information presented within was true and accurate. In doing so, the researcher

aimed to gain internal validity to the qualitest data interpretation.

The content of the replies given under interview may be potentially embarrassing or
incriminating and nane who has not been given an assurance of anonymity is
going to want to respond to the interviewer (Stahl et al., 20IBjs study
investigates some strategic issues and it is possible that the respondents may not
provide complete and true information. To overcome this, the researcher assured all
the respondents that their identities would be kept entirely secret and they woul
remain anonymous to everyonAssurances were given in writing to research
participants that their anonymity was sacrosaRatthermore, no incriminating or

embarrassing information was collected and the respondents were informed that
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they could refuseto answer any question that yhéelt uncomfortable about

answering.

This research involved collecting data from two Saudi banks. Interviews were
conducted with senior, middle level and front line managers from the same
departments as well as heads of Hépartments and the middle level staff of HR
department such as HR business partners, heads of recruitment divisions, heads of
learning and development, performance management officers and heads of pay and
policy. The interviews targeted those people irtipalar becauséhey experience

and practice HPWS implementation. In the case of this research, HR managers
played an important role in regulating HPWS and line management are engaged in
the adoption and implementation of HPWS practices. Both groupsdebvich
information about interaction in particular and provided their opinions with regards
to the supportive and barrier factors affecting the interaction of both areas of

management in implementing HPWS practices. Hence, this has provided a richness

ofunder standing the organisationsd settd]i

actorso interaction mobility especially

sequences of their behaviour on HPWS practice implementation effectiveness.
(Further explanatin of the interviews procedures plan is discudatst following

this section.)

The open ended questions developed for this research and included in the semi
structured interviews acted as a guide for the researcher during the inte@rews.

set of qustions was provided for line managers and HR managenprised of

some primary and secondary questions were prepared. Primary questions were
asked in all the interviews while the secondary questions were the follow up

questions used to solicit furtheatd when the respondent provided insufficient

dat a. Secondary questions were al.so wus

Table 4.2 below contains an overview of the protocol together with the aim of each

section linked with the protocol questions.
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Table4.2: 1 nt erview protocol Tguestions addressed

interviews

Section Aim Protocol question

Develop rapport with the respondel

General information Collect information regarding position Question 12

Information about Information about the overall performanc

organisation strategy and outlook of the organisation Question 34

HPWS practices (them Information about the HPWS practici

one currently employed by the organisation Question 57

Interaction between HF Information about interaction between lil
and line managers managers and HR managers o Questions g2
(theme two) implementation of HPWS practices

Information about the impact of institution
Institutional factors factors on implementatioof HPWS and or

(theme three) line -HR manager interaction Questions 44

Source:the researcher

In order to validate the proposed theoretical framework, participants were asked
(using this interview protocol) to respond to specific questions that explored the
theoretical elements and their interrelatiotisis worth mentioning here that the

archival records obtained from the participating organisations supported this data.

The combination of the literature review gaps and propositions were used tthéorm
theoretical framework and consequently this information combined with the
literature review helped in forming the questions for the intervieavdevelop better

insights into what creates the interactions between HR and line managers in the
implementationprocess of HPWS practices. The researcher first explored the
contextos environment al characteristics
actors operate in. The second part examined how the actors interact during each

activity of HPWS. Then the stydfocused on examining the implications of the

nor mati ve i nstitutional factor s i ncl udi

practices, and cultural national values on the eposfessional functions between
HR and line managers in the implementation ofheblfPWS practice Example
questions weréWhat is the role of HR manager in strategy formulation and
implementatio How do HR and line manager interact in recruitment and selection

of candidate®8 Why would you think the interaction between you two in
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recruitment is important? In your opinion to what extent does culture affect your
interaction with the other party in operating recruitment functio In your

opinion, to what extent do professional norms play a role within crdgactional

mobility with HR/line managers when implementing selecting and hiring peofle

And the same questions go with the rest of the HPWS practices suchhasv do

HR and | ine managers interact? Thersecentt al uat
step investigates the moderate efffley configuring institutional factors and the form

of HR and line manager croefsnctional mobility on HPWS implementation
effectiveness related to employees satisfaction and involvement. This scope was
investigated through interviewing the employeesl (@¢tails of focus group

interviews are presented in focus group section)

Probing is a key benefit of sersiructured interviews (Grirell and Unrau, 2010

The researcher used probing questions at several occasions in this research in order
to obtainricher data In those instances where an inadequate level of information
had been provided the researcher asked further questions in order to prompt the
respondent to enlarge on an isskerther follow up questions were, therefore,
asked to probe the meesnses given especially in gaining knowledge into the
reasoning behind positive/ negative crgsctional mobility over implementing

which of each HPWS practices hold. A set of secondary questions were followed in
this case such asould you please givan exampl@ To what extend do you think

that the relation is effectiZaVhy? How? Would you please explan

The semistructured interviews were conducted with three different leweéls
management peopl@s mentioned earlier for example heads of depatsnen

particular HR chief managers, and senior managers from the counterpart
departments such as head of branch network, middle managers of HR department
and | ine managers of bankds branches). I
with various positias and roles, allows the researcher to collect rich data regarding

the phenomenon under investigation in the first pladgefs, 2009)and limits
interviewees 6 bi ases (Ei senhardt and Graebner
conducted in two stages. In the first stage the researcher conducted an intent
conducting interview with each of the HR managers and line managers separately.

The reason for taking this apprbais to underline the similarities and differences
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on shared meanings with regards to HPWS polices and practices in the first place.
Secondly, to capture how each party views their interplay actions in the
implementation of HPWS practices. The interviewsducted with HR department
managers where to capture and understand the nature of HPWS strategy and
practices undertake by the bank and the interaction approaches they undertake with
line management during HPWS practices operation. The interviews cothdavitiie

line managers where to observe how line management executes HPWS and how
they participate and enattPWS along side their managerial position and role;
besides understanding the approach of their interaction with HR managers in the
implementation oHPWS practices. Then, in the second phase, after collecting the
point of view of line management the researcher went back to the key HR
participants to comment on | ine managers
the role played by HR and the way yhassess HR department interaction when
they implement HPWS practices. All of the interviews followed a similar

chronological structure

It is worth emphasising here, that this research focuses on examining the interaction
between HPWS actors (HR atide managers) and the institutional factors which
affect this relationship, using the exploratory phase to fully aadheir experiences

in ther real context. This researdes in a design thathat allows identifinga
number of institutional factorgfor example, professionals norms, management
practices, and culture), which cause the shape of therdieation and
communication of the actors in practicing HPWS functions. According to the results
an overall picture was drawn (Yin, 2009). The comparis@de between the cases
provides validity and reliability of the findings since the combination of the

di mensions that influence employeesd sat.

Sampling strategy for the interviews

In order to fully understand HPWS pract e s i mpl ement ati on and
within the banks under study, as noted earlier in the intersestion,a sample of

the key stakeholders were interviewed includsegior and front linenanagers from

both the HRM department and line manageimen the other business units.
According to Silverman (2005.23) decisions about the selection of the sample

were not preset, but have been conceptually driven by the theoretical framework
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underpinning the research from the start

As noted by Limand Ting (2012p5), theprocess of sampling involves using a
small number of items or parts of the population in an attempt to make conclusions
about the whole populatiorThe researcher is thus bound to select the respondents

for the semistructured ingrviews from a limited set of individuals.

Sampling techniques can be categgtias purposive and randadethnques. There

are other categolsions of purposive sampling techniques such as quota, self
selection, convenience and svimall amongst othergSaunderset al,2011).
Sarantakos (2005.164) regards purposive samplingths researcher purposely
chooses subjects who, in their opinion are relevant to the privjet therefore,
essential for the researcher to identify the individuals who ast kmowledgeable

in the field under investigation. According $anders, Cogin and Bainbrid(#013

p.4) research that pays attention to social interaction requoitdts actor and multi
informant designs This research involves obtaining the informatimmout the
interaction of particular groups of organisational actors (that is, HR managers and
line managers) and it is essential to obtain the data from these sample groups.

In this case, the researcher 6s heddtofi mat e
the HR department of each bank because their permission will enable the researcher
access to the other targeted samples. This, however, did not prevent the researcher
benefiting from a snowball sample in which the researcher gained assistance from
the HR head secretary in introducing her to other HR managers and arranging
appointments with their counterparts in management positions within the
organisation.  Similarly, focus group samples were selected with the same
approach, that is, employees wioik in the case study organisation were selected
because only they could guide the researcher about the resulting employee
outcomes of HPWS. Also, selecting employees was arranged with the assistance of
the HR department secretaries and senior managestagciof the head branch
division. Both secretaries helped the researcher specify those employees who could
speak English well and who could-operate and provide the data required for the

research. They also helped the researcher in setting meetitigriscand times.
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Hence the sampling strategy adopted in this research was purposive sampling with
some sort of snowballing technique.

In light of the abovethe researcharonducted the interviews with tliespondents
who met the purpose of the studyaths, those individuals who have directly
experienced formulation and/or implementation of HPWS.

Number of interviews

The number of interviews was decided in accordance with many reasons. Firstly,
the research targets specific group of respondents who experience HPWS practices.
Secondly, collecting data from interviews continuously until the point where the
researcher bedved that there would be no added dathie from newespondents

and that would end the research questions. Here, then was where where theoretical
saturation was decided and the secetajeof the case study protocol began in
preparing the data analygisocedure for the research report findings.

There are no rules that dictate the number of interviews that should be conducted.
According to Anderson (2004), thirty or so interviews are requwed researcto

obtain credibility According to Perry (198, p.794),a PhD thesis requires about 35

to 50 interviewsConsequently, this research involves 54 interviews from 2 case
studies. This was supported by 61 focus group interviews (discussed later) making a
total of 115 interviews. All 54 sersitructuredinterviews were conducted with the
managers in the two organisations over two months. Some of the interviews were
conducted in two stages. The set of respondents primarily consisted of HR
managers and line managers but also included some senior exe(pltass rier

to table 43below). Multiple respondents were selected from the sanganisation

in order to cross check ehinformation obtained (Gerhaet al, 2000). All the
interviews conducted were sestructured and conducted face to face. Intersiew
covered institutional factors, interaction between HR and line managers and
implementation of HPWS practices.

(Furthedetails for respondents are presented in chapter 6 tdble 6.
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Table 4.3: Number of respondents by job function

Bank Alpha Bank Beta
HR Manager 9 6
Senior Manager 5 6
Line Manager 16 12
Total 30 24

Source: the researcher

Setting for the interviews

Since this research adopts a qualitative research strategy it is essential for the
researcher to identify the place where tispondents experience those aspects of
life, which are of interest to the researcher. In this study, the researcher is interested
in learning about HPWS practices and hence is also interested in the workplace
setting. In addition the researcher has toaveare of issues such as privacy,
comfort, and accessibility (Stabt al, 2012).

These issues were taken care of during the interviews conducted. The interview
process began with a research information sheet being presented which outlined all
the ethichaspects of the research. It contained the details of the research including
its purpose. An information sheet was presented in both Arabic and English and
sufficient time was provided for the respondents to carefully read the guidelines.

After this the espondents were requested to sign a separate consent form, which
confirmed that the respondents had read and agreed to the information provided in

the information sheet.

Interviews were arranged gser the convenience of the respondents so as to
minimise any inconvenience to them. Respondents were asked if they had any
special requests. The researcher ensured that there was minimum disturbance by

putting aDo Not Disturbsign on the door.

Procedures followed during the interviews

Interviews wereconducted in six stages discussed in the table below.
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Table 4.4: Six stage interviews and the activities involved in each stage

Stage Activity

One: Arrival The researcher plays the role of a confident and relaxed guest ur

participant iscomfortable with this stage of the interview

Two: Introducing The researcher clarifies a number of preliminary issues in order tc
the research encourage rapport and-operation during the interview (Anderson,
2004)

The researcher introduces the research topic, explains the nature

purpose of the research, reaffirms confidentiality and seeks

permission to record the interview

The researcher discusses the contents of the Informed Consent F
with the respondents

Afterwards, willing participants sign the Informed Consent Form

before the interviews commence

Three: Beginning The opening questions aim to gather basic information about the
the interview and of the participant
Four: During the Theresearcher guides the participant through the key themes

interview (research questions) as they appear in the interview guide

Each theme is explored in depth using foHopyquestions and probe

The researcher pays attention to issues that emerge from the

participant

This stage lasts about 60 minutes

Five: Ending the This occurs in the last five to ten minutes of the interview

interview The researcher signals the end of the interview and gives the

participant an opportunity to point out any unfinistediness

The researcher allows the interviewee to gradually return to the le

of everyday social interaction

Six:  After the The researcher thanks the participant warmly and reassures him

interview of confidentiality

Source:the researcher

The researcher conducted the interviews personally and face to face. Face to face
interviews are useful iunderstanding the experiences of other people and the

meaning they make out of that experief@eeeff, 2002 p.302).
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Respondents were asked forithpermission to record the interviews. All the
participants agreed for the interviews to be recorded but some of the respondents
requested that their voice samples should not be used in the research and the
recorded interviews be destroyed after trapsiom was complete. Some of the
respondents requested that the interview transcript be sent to them before being

used in the research. After agreeing with these camditihe interview began.

Interviewing began with establishing rapport. This was undertaken by some quick
questions about the work, life and other aspects of interest to the respondent. Then
the researcher asked the questions related to the research. Follow up questions were
askedwhen the researcher found the need to explore more in order to obtain more

data.

All the interviews lasted between 1.45 and 2 hours. Some of the interviewees were
interviewed twice. Breaks were taken in between to reduce the level of stress., The
breakswere, however, kept to a minimum to ensure that the flow of the discussion

was not interrupted.

Focus group

The purpose of the focus group was to evaluate HPWS implementation
effectiveness, which was | ikely to be re€
practices implemented by HR and Line management and its effect on their

satisfaction and involvement.

This research is focused on HRM as a social science. It aims to understand the
behavior of Line, HR managers and employees as social phenomena. The focus
group technique is considered as an appropriate method to investigate factors
contributing to social outenes (Bryman, 2008) such as social cohesiveness,
interaction and team working. As Bryman (2008) explained, a focus group is a
method of interview in which questions are asked and discussed within a group.
Biases enforced by the interviewer are also redsoack it is to a high extent the

respondents who take over the direction of the session. Bryman (2008) points out
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that another strong advantage of a focus group is to explore a specific topic in depth
whilst saving time and money. A focus group providesniddle line between
guestionnaires and interviews. Thus the researcher can obtain high quality and large
amounts of data without investing the level of time and resources required for
conducting interviews. Thus, instead of conducting 10 separate interview
researcher can carry out a focus group with 10 individuals which will not only save

precious time for all involved but will also reduce the cost of data collection.

In this research 10 focus group interviews were used to collect information about

emd oyeeso perceptions of t he HPWS i mpl e
interaction between HR and line managers. Focus group interviews were conducted

in both English and Arabic languages. The researcher herself is bilingual in English

and Arabic and henamonitoring and guiding the interviews was ngirablem.The

researcher, however, used a professional translator to translate the interviews because

it was essential for the researcher to obtain the data in a completely unbiased manner.
Thus, during the fous group, the researcher kept her involvement restricted to
asking questions and monitoring that the discussion remained within the requirement

of the research.

Participants of the focus groups were the front line employees who have no
managerial respaibilities. The selection of respondents was done on the basis of
convenience as recommended by the secretary of the department. Since the
perception of the people could vary from division to division, each focus group was
conducted using participants fraanparticular division. Furthermore, it was advised
that the focus group should contain between 6 to 10 participants. Less than 6
participants would not lead to a meaningful discussion and more than 10 would be
overcrowding. The researcher aimed to redBuibdividuals into each focus group
occasionally changing the number of participants. The small size of the groups is
because of the controversial and complex nature of the issues, which implies
participants may have much to say about that since theynaskved in the issue

both physically and emotionally. To avoid being bombarded and confused, therefore,
with loads of information and to be able to end up with precise data, small groups

were preferred in the context of the complex issues (Bryman, 2008).
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The focus groups covered 10 divisions in both banks; HR, sales, IT, business
development and retail branch officers. To avoid asking lots of questions and also
to initiate discussions, some pictures wendised These pictures, based on
literature, highighted the different aspects of HPWS and the relationship between
managers and front line employees. The next questions of the interviews revolved
around examining employeesd satisfacti
Besides, the questions involvedvihn employees evaluated the effect of HPWS
practices on elevating the level of their autonomy in taking decisions and
participating in making decisions that pertained to their job and work strategy. For
each question, participants were asked to provide tpanion, both positives and

negatives. (See index@,mp | o intengew questions).

Table 4.5: Details of the focus group

Focus Approximate Back

group Number of  Use of Used Duration office/front
number Organisation participants translator language (minutes) office

1 Bank_Alpha 6 Yes Arabic 80 Back office
2 Bank_Alpha 7 No English 80 Front office
3 Bank_Alpha 6 Yes Arabic 75 Front office
4 Bank Alpha 6 Yes Arabic 80 Back office
5 Bank Alpha 6 No English 75 Back office
6 Bank Beta 6 No English 70 Front office
7 Bank Beta 6 No English 75 Front office
8 Bank Beta 6 No English 75 Front office
9 Bank Beta 6 Yes Arabic 75 Back office
10 Bank Beta 6 No English 70 Back office

Source:the researcher

Although the researcher herself ilingual in English and Arabic, she used a
professional translator in order to eliminate any interpretation bias. The sessions
were recorded fully and then the texts were transcribed and fully translated from

Arabic to English by a translator.

There weresome challenges that the researcher had to overcome during focus group

interviews.
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- Late arrival of some of the participants. Due to the allocation of time, focus
group interviews were always conducted at the set time and participants who
arrived late weg allowed to join the group. The researcher ensured that any
arriving or departing participants did so as discreetly as possible and that no

disturbance was caused to the other participants.

- In some interviews some of the respondents were talkiegglish and some
in Arabic and furthermore some respondents were talking in a mixed
language. Researcher did not interfere with these responses because the main
focus was on the content and it was thus essential to let the respondents talk
in a language #y were most comfortable with. To ensure that there was no
significant language gap amongst the participants of a particular focus group
the researcher tried to organise the focus groups so that Esgdiaking
participants were in a group together whilese preferring to speak in
Arabic were in the same focus group. Although this meant that one of the
focus groups was larger (7 members instead of 6) than the other focus groups,
it was, however, essential to ensure that all group members could understand
and participate in the discussion. I
(country of education) was al so obt
preference. Despite this categorisation, participants had the flexibility of
speaking in the language of theieference. When the researcher felt that the
comment might not be understandable for the remaining members of the
group she sought some clarification so that the rest of the group could

understand the comment.

- Each session was served with traditional Méddastern cookies and tea. All

the discussions were recorded and fully transcribed.

- 0t I s someti mes easy for a participe
opinion. For this to happen it would have made the data biased and invalid.
Hence, the researchéid not interfere with the responses of participants. She
also tried not to reveal her opinion or emotions regarding the subject during

the session in order to gain unbiased and natural data.
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- Different focus groups lasted for different durations rangnognf60 to 90
minutes. The focus was on quality and not quantity and hence the researcher

did not try to extend the focus group interviews.
- The details of the questions are provided in the appendices.

Problems encountered in data collection

The mainproblem during the data collection process was the language. Since the
researcher is Saudi as were the respondents, at several instances the respondents
spoke in Arabic. During the transcription the researcher came across some sentences,
which were said im context, which was difficult to translate in English. In such
cases, the researcherwerded the sentences in order to preserve the context rather

than translating the responses verbatim.

In some cases, the respondents were not aware of the termgingded in this
research. For example, in both the banks surveyed the term HPWS is not commonly
used. Hence the researcher had to elaborate and ask questions regarding whatever
HPWS practices are being used. Thus, the questions were directed towards HRM
prectices such as selection and recruitment, compensation, training and development,

performance appraisal, and employee empowerment amongst others.

Some respondents were contacted twice to seek their opinion on the issues uncovered
during interviews wth other respondents after the first interview had been
conducted. This was not planned prior to data collection and arranging the second

round of interviews was time consuming.

4.6 Techniques for analysing and interpreting data (data analysis)

Data analysis is considers the third part of the empirical study and the staged
of case study protocol. Data analysis is usually defined as a systematic approach
which enables the researcher to manage, organise and give meaning to the collected
data(Lewins and Silver2007 Miles and Huberman]1994Boeije, 2010) Since the

nature of qualitative data is not numerical as it is gathered ifrtamview transcripts

167



and field observations t he organi sing of qualitative

words is considered to be the most difficult part of qualitative research (Creswell,
2009; Miles and Huberman, 1994As suggested byiles and Huberman (1994)
qualitative researchers, in order to benefit extensively from qualitative data, have
three synchraised procedures which have to be followed in analysing the data,
which include: data reduction, data display and conclusions. With regactgao
reduction, it is a guidance process that directs the researcher in how to deal with the
raw data, it containselecting the important data, which is what data to be analysed
and why (Yin, 2009), it also needs to simplify the raw data to groups and categories
in order to transform the data to meanings. Thyuslitative data analysis are
useful indiscovemng the classes and themes within théad@ing and Horrocks,
2010). Qualitative data may also result in new themes or may provide new insight
on relationships between different noepts (Grinnell and Unrau, 2010The
conceptual categoriegebase forthe qualitative data analysis categorisipgpcess
(Bernard and Ryan, 2010

The data display process is passed on as supplementary work provided by the
researcher in order to organise the congregated information and leads to drawing
conclusions. Usually, #se kinds of work includejarrative descriptions, matrices,
tables, graphics, or flowcharts, all of which can draw relationships among factors and

frequencies of factors to enable the researcher in interpreting the data.

Typically, conclusion refers tohe meaninghat has been drawn from the data and

by building a logical series of verifications among the grougafofmation.These
enablethe researcher to conclude what has been learned and to build up the
findings. Thus, qualitative data analysis idl about integrating, organising,
exploring and interpreting of qualitative data (Lewins and Silver, 2007), More
importantly, the whole process has to be designed and employed in a linear fashion
that requires the researcher to go back and forth constdumtigg the analysis

process.

There are different techniques in qualitative data analysis which qualitative
researchers can use to interpret the data and draw findings. Some of these

approaches as mentioned by (Gray, 2009; Myers, 2009; Maylor and Blackmon
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2005), are grounded theory, conversional analysis, narrative analysis, hermeneutics,
semiotics analysis and content analysis. The choice and suitability of the method
depends on how the researcher wants to answer the research questions (Myers,
2009)

This research employed qualitative content analysis @a#ied thematic analysis.
The researcher found that qualitative content analysis is the most appropriate

method for this research. The negttion justifieghis point of view.

4.6.1 Qualitative Content analysis

Qualitative content analysis is a common technique used in analysing qualitative data
(Gray, 2009; Zhang and Wildemuth, 2006). Mainly the focus within this technique is

in interpreting the meaning of the content of text data of a spedfitext and its
relation to prior theories (Hsieh and Shannon, 2005). Furthermore, qualitative
content analysis is a text interpretation approach especially used on understanding
complex phenomena of dyadic relationships Hlikarcher, 2006). As the cume

study focuses on understanding the relationship of key actors in formulating and
executing HPWS practices with accordance to their context characteristics, using this
approach allows the researcher to interprets and understand the meaning of
respondents wor ds and expressions rel ated t C
accordance with their context. This allows the researcher to understand the nature of
the phenomenon under study in a deep manner. Payne and Payne (2004) point out
that the quality of the quitative content analysis technique is not in giving
randomsed meaning, but rather a systematic approach which can technically validate
the meaning of a written source of data content and by conveying the written content
to predetermined categories (i,@rior key themes identified on tudytheoretical
framework) where he/she can later interpret and draw conclusion/s. Following this
approach can guide interpretation with certain expectations in the first place.
Secondly, categaing the text datdo groups of meaning related to prior theories
and by explaining the relations can add deep understanding to the phenomenon. By
following qualitaive content analysis techniqtleis helpsthe researcher to explore
factors that have a relationship with sessful implementation of HPWS practices

within the organisatios under study. Additionally, by applying the qualitative
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content analysis technique, the researcher got the chance to undertake a triangulation
of evidence and data (in this case ssetmnictued interviews one to one, focus

groupsand documents) as data triangulation could corroborate research findings.

Usually, content can be analysed both qualitatively and quantitatively (Flick, 2009).
In a quantitative analysis of qualitative data, theaesher looks for the frequency of
repetition of key words/themes. Quantitative analysis ignores, however, the context
in which the keyword/theme occurs (Silverman, 2010). For exampl&ehgords
HPWS practice®ccurin both the following sentencese bllow HPWS practices

and what do you mean by HPWS practice§he context, however, in which this
keyword appearsis different. Qualitative analysis of qualitative data is quite useful

in preserving the context. According to Bryman and Bell (2008) qualitative data is
about subjectivity and interpretation. It is more flexible in process and is collected in
the contextof the research problem. As reported (tsieh and Shannon, 2005
p.1278 qualitative content analysigjoes beyond merely counting words to
examining language intensely for the purpose of classifying large amounts of text
into an efficient number of categes that represent similar meaningis other
words, qualitative analysis involves interpreting the keyword/theme in the context in
which it is communicated and the researcher can ddaslisic picture of the
phenomenorbecausehe/she can interpret armbnclude meaning of all transcribed
data collected from different resources such as interviews, documents, observation,
note of researcher participations and by linking each one of those with the other in
order to give meaning to the them@s. the contrary quantitative data is about

objectivity and quantification of a specific fact/s.

Qualitative content analysis was also considered useful because the sheer number of
respondents was quite high and because the data was collected in two laiiguages
Englishand Arabic. A large number of respondents would have expressed the same
thing in a different way and quantitative content analysis would not have revealed
the true nature of their responses. This in depth analysis was essential, as noted by
Darke et al. (1998 p285) who commented thathe strength of analysis in case
studies derives from the strength of the exploration of the phenomenon based on the
interpretation of the data
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Analysis can be categsed as deductive and inductive. When the analysisives

an existing theory/framework it is known as deductive analysis while an inductive
analysis involves forming a theory/framework purely from the data: that is, there is
no existing theory/framework before data is collected. This research uses a
theordical framework and hence involves deductive analysis. The key themes were
identified on the basis of the propositions formed on ttieoreticairamework.
Having this conceptual framework was both essential and useful because it allowed
organsed data co#iction, interpretation and analysis. The best presentation is to
select the quote that represents the keyword/theme and then sastlies) e key

themes (Silverman, 2010). Thus qualitative content analysis involves presenting the
guotation where the keyword/theme occurs and then presenting the keyword/theme.
The themes can be predetermined but the researcher should remain open to
identifying and acknowleging new themes as they appear. For example, in this
research, one of the emerging institutional themes of management préaciites
offices and front office managers and their relationship with HR manaayeas
succession planningvas a sultheme that emged from the data and was
categorsed under th&iPWS practicesheme. Similarly, &ommunicatiorsubtheme

was categoresd underinteraction themé . Thus, a-thémeseweer ge nt
considered part of other key themes and hence the set of key thenagserethe

same.

The following figure illustrates the steps the researcher followed in order to analyse
the qualitative datalhe qualitative data was based on three sources; the one to one
interviews data that has been conductétth HR and line management people (i.e.

54 interviews),anddata collected fronemployees througffiocus groups (i.e. 10
focus groups).The third source was themos and notes collected from documents

andobservation during interviews.
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Figure 4.2: The process of qualitative data Analysis

Raw data Recorded data Analysis data

1-Transcripts

Interviews 2-qualitative
Focus groups Audio recording content analysis
- notes e— Notes < 3-Sorting &
Archive & Memos & " A4-classifying

documents Field-notes 5- coding

6-Selective coding

l

« analyzed data

Write up case

Source adapted and extended from (Yin, 2009

Following the process of qualitative content analysistégyethree of case study
protocolthat enfolds the literature with regards to conducting literal and theoretical
replication. Literal replication requires the researcher to do comparison action
between the report conclusions of the croase analysis of the two cases under
study and the prewus literature in order to highlight the similarities for literal
replication. Any contradiction or dissimilarity emerging here is considered
theoretical replication. This performing allows the research to reach data reliability,
which permits examininglPWS implementation (in the way proposed) in different
contexts, industries and/@rganisatios. In this stage the proposed model was
revised based on the finding of the cross case analysis report (presented in chapter

seven and eight).

In view of the above, it is worth emphasising here that this research followed the
qualitative content analysis technique steps as suggesteidydgr and Blackmon
(2005) of coding, categosing, and interpreting the text data upon a linkage of
deductive ad inductive approaches (as explained earlier), which enabled the

researcher to move with the data to identify, classify, and discover the unfolding
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factors involved on the interaction of HR and line manager when implementing

HPWS practices and eventuallyt s consequences on empl oye
research adopted NVivo version 9 for qualitative thematic analysis, in argani

managing, and coding qualitative data in a more efficient manner. The following

section discusses the benefits of usingw¥ in this study.

4.6.2 Using NVivo9

In order to improve th&ustworthinessandrigorousnes®f the data, qualitative data
analysis should b atransparenfashion(Bazeley, 2009; Creswell, 2009). One of
the most significant problems with qualitative data analysis is the interpretation bias.
As Bryman (2008 p21) arguedvalidity in qualitative research is ... a question of
whether the researcher sees what he ar #hnks he or she sees so that there is

evidence in the data for the way in which data are interpreted

The best way to reduce this is to use a neutral system of analysis. Traditionally,
qualitative data waanalysedusing simple interpretive and manual techniques. But

in the last decade or so there has been a significant rise in the use of software
packages for analysis of qualitative data (Creswell, 2009; Braun and Clarke, 2006;
Bryman, 2008). Consequently many dtaive pieces of research are now being
undertakerusing NVivo and Atlas.ti. The benefit of these applications is that they
minimise the interpretation bias, human erretsgetera which make qualitative data
analysis difficult and complex. These softeapackages are now considered
essential to carry out4depth, unbiased thorough and reliable analysis of qualitative
data (Myers, 2009; Creswell, 2009). Use of software applications adds rigor to

qualitative data analysis.

NVivo being a software apmation benefits from the computational power of
computers and can anatya large amount of qualitative data in a short time without
compromising the quality of analysis (Bazeley, 2009). This research involves a vast
amount of data including 54 interviewanscripts and 61 focus group transcripts.
Analysis of such a large amount of data would have required significant human

effort along with the possibility of errors. This problem is resolved by using NVivo.
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NVivo 9 was used for anading the qualitative pmary data. The text containing the
transcripts of the senrstructured interviews and focus groups were appended to
NVivo. Since NVivo lacks the ability to judge and interpret, this task was handled by
the researcher. NVivo was merely used to synthebealata in a form that would
help with the judgment and interpretation of the data by the researcher. NVivo was
quite helpful in orgarsing the data so that the data could be coded according to the
themes as well as allowing identification of new themieslldwed the researcher to
systematically anabe the data thereby improving transparency as well as ease of
reviewing of the information. NVivo was also helpful in creating memos, which

were helpful in linking content to themes and recording relatioesdmpong themes.

4.7 Methodological Rigor (data reliability, validity)

According to Bagozzi and Edwards (1998), it is important to ensure that the quality
of research is the best possible and, in particular, issues relating to quality are
addressed. Thisubsection explains the steps taken to enhance the quality of this

research.

One of the criticisms leveled against case study research is that it lacks scientific
rigor, implying that it can lead to inconsistent logic, inadequate documentation, and
invedigator bias while also suffering from lack of genesation from data (Yin,
2009). To overcome these criticisms, as suggested by Yin (2009) it was necessary to

address the issues of validity and reliability.

Yin (2009) argues that case study methodolgyinto the requiements of the four
criteria for judging the credibility of empiricallyresearch. These are construct
validity, internal validity, external validity and reliability. These criteria are
illustrated in table 4. below. Also the table shows the phases of research that the

criteria of validity and reliability were concerned.
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