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Abstract
Purpose – An interesting conundrum exists in India with its rise as an economic powerhouse. On one
front, there is tremendous pride in asserting its Indian identity. On another front, it seeks to embrace
Western practices to announce its entry into the world economy. This paper aims to examine the extent
to which Indian information technology (IT) firms adopt Western concepts of a high performance work
system (HPWS) and the correlates of such a system (pro-social organizational behavior and employee
attitude). Data from 211 IT employees in India show widespread adoption of a HPWS, and more
importantly several approaches to assessment indicate that a HPWS positively correlates to pro-social
organizational behavior and employee attitude.
Design/methodology/approach – The sample consisted of IT professionals in India having a
minimum of three years of work experience. The study has used a snowball strategy to generate the
sample. Eight HPWS practices were included in the survey questionnaire to assess three dimensions of
HPWS. Analysis was conducted to examine differences between the highest (i.e. top 10 per cent) and the
lowest (i.e. bottom 10 per cent) and bivariate correlations of the surveyed employees regarding
pro-social organizational behaviors related to altruism, job involvement and work involvement, and
regarding employees attitudes related to job satisfaction, intention to stay in organization, level of
morale and optimism.
Findings – HPWS is positively associated with employee attitudes and pro-social organizational
behavior. It reflects the reality that HPWSs, at least as conceived by researchers from the West, have
penetrated organizations in India. Moreover, they seem to complement each other and together they
seem to have a positive association with employee attitudes and pro-social organizational behavior. As
organizations in India continue with the march toward servicing the world in the IT sector, the present
study suggests that they have a potent tool in a HPWS to keep employee attitudes and pro-social
organizational behaviors high.
Research limitations/implications – The criticism of survey methodology approach adopted in
the present study is that it has common method bias. That is, in the survey, respondents tend to score
along a path with a common response. As a validation, the study has performed a treatment-by-subjects
analysis of variance with matched participant scores on the three pro-social behaviors to determine
whether the means of altruism, job involvement and work involvement were significantly different. As
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to convergence, much more causal data would be needed to make a definitive conclusion on the findings
of the present study.
Originality/value – This is the first study of its kind to examine the adoption of Western concepts of
a HPWS in Indian IT Industry.

Keywords India, HRM, Organizational culture, Job satisfaction, Job commitment,
Organizational performance

Paper type Research paper

One of the key features of a high performance work system (HPWS) is its emphasis on
delivering workforce performance within the organization, thus increasing the
competitiveness, success and sustainability of that organization. HPWS consists of a set
of HR practices designed to enhance employee skills and commitment, such that
employees become a sustainable source of competitive advantage to the organization
(Levine, 1995; Pfeffer, 1998). This set of HR practices may include equity concerns,
efficiency, employee relations, legal compliance, labor relations, health and safety,
workforce performance and pay-for-performance (Becker et al., 2009). Each workforce
dimension is focused on delivering outstanding performance. Ang et al. (2013) in their
study of healthcare sector however suggests that only when management’s
implementation of HPWS is similar to employee’s espoused HR practices that HPWSs
are translated into greater engagement, job satisfaction, affective commitment and less
intension to leave. Further, research (Huselid, 1995; Way, 2002; Zacharatos et al., 2005)
has found that in an HPWS environment, an emphasis on rigorous and selective staffing
and comprehensive training often contributes to a high level of collective human capital
for the workforce. Lawler et al. (1995) correlated HPWSs with delegation of authority to
lower-level employees (i.e. empowerment), extensive training and development of
employees, reliance on pay-for-performance (i.e. significant contingent at risk pay),
broadly defined job responsibilities and employee participation in non-work aspects of
organizational decision-making. So in addition to each dimension having its unique
impact, the dimensions often combine to have a collective impact in an organization.

Most of the research on HPWS has been conducted in Western countries, especially in
the USA. However, India provides an interesting context to examine HPWS. The Centre
for Economic and Business Research forecasts that by 2024, the Indian economy would
become the world’s fourth largest economy, moving past the global economic
powerhouses like the UK, Germany and France (Saini and Budhwar, 2004; CEBR, 2015).
India has one of the largest pools of scientific and technical personnel in the world and
a population that exceeds one billion inhabitants. Further, over 250 million of these
people are English-speaking and are members of the middle class (Budhwar, 2001). Due
to India’s large and growing pool of well-educated computer-conscious workers and a
strong existing base of blue-chip companies, it has been gaining much attention
worldwide for its information technology (IT) and IT-enabled services. In the midst of
such economic development, the nature and role of the HR function is also changing and
evolving (Saini and Budhwar, 2004).

Understanding the nexus between HPWS and India is also of interest from a
sociological perspective. In their classic theory, Kerr et al. (1960) proposed that as
countries converge from an economic and technological perspective, workplace
practices of organizations within those countries would converge. Elites within a
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national system would make choices sometimes against the wishes of the masses to
move toward “better” practices. It is no secret that India has embraced Western
practices, such as a stock market, architecture, clothing, food and, more recently, a social
mindset of transparent government and gender equality at work. Within this context, it
is highly likely that Western HR practices have also penetrated the Indian workplace.
But at the same time, it has to be remembered that distinct Indian values also have
impact on various management practices (Gopalan and Rivera, 1997).

Theory and research
Researchers have used various theories to investigate HPWS (e.g. behavioral response
theory, resource dependency theory, human capital theory, expectancy theory,
behavioral science, organizational theory, social exchange theory and employee
exchange theory). At the individual level, and drawing from behavioral response theory,
HR practices have a direct impact on the behavior of workers (Pena, 2009). Social
exchange theory, in addition, has a primary focus on resources people obtain from, and
contribute to, social interactions (Blau, 1964). In fact, this theory focuses on the ways in
which individuals respond to the support they receive from their organizations. When
workers have positive perceptions of the organization, such perceptions increase their
commitment to that organization. Qiao et al. (2009) examined six manufacturing firms in
China and found that organizational commitment correlates with higher perception of
existence of a HPWS. This increased commitment to the organization in turn contributes
to increased organizational success. Further, commitment to quality is a precursor to an
HPWS, which in turn leads to opportunities for increasing capital (the bottom line),
developing loyal customers and employees and improving business practices (Beatty,
2006). The degree of employee involvement and the level of work satisfaction result in
better performance for the organization. These descriptions are supported by Wayne
et al. (1997), who found a direct relationship between the HR practices developed by the
organization and the perception workers have of the support they receive from the
organization.

At the organizational level, research has focused on establishing a link between HR
policies and practices and organizational level measures of performance. As part of this
latter perspective, human resource systems are considered as part of the organizational
“architecture” impacting organizational effectiveness (Martin-Tapia et al., 2009). With
regard to employee exchange theory, the assumption is that there is a tradeoff between
the contributions an employee makes to the organization and the rewards provided to
the employee by that organization. Thus, if a pay-for-performance strategy is used, then
it follows that the application of this tool should lead to increased work performance
(Adams, 1965; Belcher and Atchison, 1970; Beatty, 2005). In addition, scholars within
this stream (Huselid, 1995; McDuffie, 1995; Guthrie, 2001; Datta et al., 2005) have often
focused their studies on “bundles” of HR practices, arguing for the existence of
reinforcing, synergistic performance effects. The HR bundle or cluster includes
participatory teams and job rotation, high commitment practices such as
problem-solving groups and extensive employee consultation and complementary
human resource management (HRM) policies such as generous training provision and
job security measures (Stewart and Danford, 2008).

While there is some disagreement as to the exact specification of the set of HR
practices comprising an HPWS, the common theme in this literature is an emphasis on
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using a system of management practices providing employees with the skills,
information, motivation and attitude resulting in a workforce which is a source of
competitive advantage. As discussed in the related literature, examples of high
performance HR practices would include the use of cross-functional teams, high levels of
training, information sharing, participatory mechanisms and group-based rewards.
Macky and Boxall (2007), for instance, deal with the relationships between commonly
cited high-performance work practices and a cluster of important employee attitudes:
job satisfaction, organizational commitment (affective and behavioral) and trust in
management. As mentioned above, it is pointed out in this study that there is ample
research that deals with the relationship under which the HPWS rubric can serve to
modify employee behavior, and the context within which that behavior occurs, in ways
that enhance employee performance. Findings show a clear additive effect for the
relationship between HR practices normatively associated with what has been variously
referred to as high-involvement, high-commitment or high-performance HRM and some
important employee attitudes towards work (Stewart and Danford, 2008). Another
study (Garcia-Chas et al., 2014) on the role of HPWS in determining individual outcomes
shows that it is positively associated with job satisfaction, procedural justice and
intrinsic motivation.

High performance work system and pro-social behavior
Pro-social behavior deals with caring about the welfare and rights of others, feeling
concern and empathy for them and acting in ways that benefit others (Brief and
Motowidlo, 1986). Organizational citizenship behavior (OCB) has also been compared to
pro-social organizational behavior (POB). POB is tightly connected with employee’s
social exchange relationship which has been found to be positively related to extra role
behaviors (Masterson et al., 2000; Rupp and Cropanzano, 2002). When employees regard
their social exchange relationship with an organization as involved (i.e. a high degree of
social exchange), they are more likely to provide help to their co-workers. Employees
who share a high social exchange relationship thus benefit from receiving extra help
from co-workers and, in turn, help others within the organization.

Altruism. Altruism is to some extent a component of POB. It focuses on the
motivation to help others or a desire to do “good” without reward (Wagstaff, 1998). In an
organization, altruism means the action of an employee feeling of benevolence toward
the employers, co-workers and customers (Kolm, 1983). Altruism primarily concerns
with the helping approach of the members of the organization. In a health care
organization, such behaviors can help the medical staff (doctors, nurses and
paramedical) in working toward the common organizational goals (Chahal and Mehta,
2010). Altruistic behavior, besides other organizational climate dimensions, plays a
significant role in increasing managerial effectiveness (Bamel et al., 2013).

Job involvement. Job involvement is the degree to which an employee is engaged in,
and enthusiastic about performing his or her work. Kanungo (1982) defined job
involvement as an individual’s psychological identification or commitment to his/her
job. It is the degree to which “one is cognitively preoccupied with, engaged in, and
concerned with one’s present job” (Paullay et al., 1994). Job involvement thus implicates
the internalization of values related to the importance and engagement of one’s job. For
individuals who display a high level of involvement in their jobs and consider their work
to be a very important part of their lives, performing well on the job is important for their
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self-esteem (Lodahl and Kejner, 1965). Therefore, job involvement is closely linked to job
commitment. Chughtai (2008) also found that job involvement is positively correlated
with both “in-role” job performance and with OCB, and Gyekye and Haybatollahi (2015),
based on the sample were 320 Ghanaian industrial workers, examined the extent to
which age and job satisfaction levels were predictive of organizational citizenship
behaviors.

Work involvement. Work involvement reflects the importance individuals attach to
having and performing work (Elloy and Terpening, 1992). Thus, work involvement
refers to the extent to which an individual is interested in, identifies with and is
pre-occupied with his/her work in comparison to other aspects of life (Kanungo, 1982).
Work involvement thus constitutes an important motivational variable that is of
interest to organizations for full mobilization of their human resources (Gore, 2001):

H1. Very high and very low levels of altruism, job involvement and work
involvement are associated with very high and very low perceptions of a HPWS.

High performance work system and attitude
Employees have attitudes or viewpoints about many aspects of their jobs, their careers
and their organizations. However, from the perspective of research and practice, the
most focal employee attitude is job satisfaction (Saari and Judge, 2004). Schneider and
Bowen (1985) had also shown that employee attitude toward various HRM practices is
linked to job satisfaction and job performance.

Job satisfaction. Very few would contest the utility of job satisfaction. Ample
evidence exists to show that employee job satisfaction is consistently and negatively
associated with voluntary employee turnover (Harter et al., 2002), with job
dissatisfaction being an antecedent to forming intentions to quit (Allen and Griffeth,
2001), and with other withdrawal cognitions (Hom et al., 1998). Prior research has also
consistently shown a strong positive relationship between job satisfaction and
employee commitment to their organizations (Mathieu and Zajac, 1990), although the
causal nature of this relationship is not entirely understood. Some studies have
suggested that satisfaction determines commitment (Lance, 1991), while others have
suggested the reverse (Vandenberg and Lance, 1992).

Intent to stay. Intent to stay is the perception of the “estimated likelihood of continued
membership in an organization” (Price and Mueller, 1981, p. 546). The investigation of
factors associated with intent to stay is important because there is a great potential for
managers and administrators to develop interventions and processes that may facilitate
the intent to remain in organizations and subsequently prevent the costs associated with
staff turnover. Previous studies (Cavanagh and Coffin, 1992; Nedd, 2006) suggested that
intent to stay is a good predictor of turnover. This association suggests, for example,
that when workers no longer intend to stay in an organization, this intention is likely to
be followed by a pattern of behavioral turnover (Irvine and Evans, 1995).

Morale. Morale is generally described in terms of high and low. High morale exists
where people have favorable attitude toward their superiors, peers and subordinates,
their job, management policies and practices and their company; and where these
attitudes are less favorable, morale is said to be low. Morale is the enthusiasm with
which workers as individuals and as groups respond to their work situation and
requirements. It is a state of healthy balance in the organization in which people make
their respective contributions to achieve their set goals and maintain their sense of
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worth besides developing their abilities, knowledge and skills. According to Kethirvel
(2010), every organization should have personnel policies to accomplish the objectives of
the personnel as well as the organization.

Optimism. It is generally believed that managers are more optimistic when they believe
that they control their firm’s performance. Alessandri et al. (2012) asserts that optimism,
self-esteem and life satisfaction which are the indicators of positive orientation have
favorable impact on job performance. However, Hmieleski and Baron (2009) demonstrated a
negative relationship between entrepreneurs’ optimism and the performance of their new
ventures. According to them, highly optimistic individuals often hold unrealistic
expectations, suffer from overconfidence and discount negative information:

H2. Very high and very low levels of job satisfaction, intention to stay in
organization, morale and optimism are associated with very high and very low
perception of HPWS.

Methodology
Our sample consisted of IT professionals in India having a minimum of three years of
work experience in any large IT company. We used a snowball strategy to generate the
sample. Our primary group consisted of working professionals from IT industry, who
were attending long duration executive MBA program (part time) in a leading business
school in Delhi. In turn, this group distributed the questionnaire to colleagues who meet
the required criteria. Fifty-five responses were generated from this approach. We then
presented the survey to IT professionals through an open-sourced software (now
LimeSurvey) and collected data in the following year. The online version generated an
additional 156 respondents, representing different IT (mostly Software) companies.
Thus, the total sample of useable data consisted of 211 respondents from a total of
nine different organizations, who met the predetermined professional work experience
requirement. Based on the responses, we found that 82 per cent of the respondents were
working in MNCs, including Indian MNCs. Approximately 58 per cent of these respondents
categorized themselves as either middle or senior managers, and the rest at junior
managerial positions, mostly as software programmers. Though there is no clear
categorization in Indian IT sector for middle managers, usually team leaders are perceived to
be middle level managers. Further, over 90 per cent of the respondents had
technical/engineering background, and women respondents were 30 per cent, who almost
truly represent the gender percentage in a large IT sector in India. All respondents are from
the core IT function and not from Information Technology enabled services (ITES) or in
voice-based customer support.

Eight HPWS practices were included in the survey questionnaire to assess three
dimensions of a HPWS. Participants were asked to respond to items based on a
seven-point scale, ranging from 1 � strongly disagree to 7 � strongly agree, regarding
how each of the various components reflects on the characteristics of their
organizations. The items were extracted from various previously published sources.
The three dimensions, along with their HPWS characteristics, are as follows:

(1) employee acquisition (job analysis/design and staffing);
(2) employee development (training, performance appraisal and career progression);

and
(3) employee maintenance (compensation, participation and dispute resolution.
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The job analysis/design scale included five items, three of which were from Delery and
Doty (1996), one from Huselid (1995) and one from Kelleberg et al., 1996). These items
yielded � � 0.89. Thestaffing scale involves both recruitment and selection and is
captured by three items. One item was taken from Huselid (1995), while the other two
items were taken from Marsden (1996). The coefficient for the staffing scale is � � 0.74.
The training scale is based on two items taken from McDuffie (1995). This two-item scale
yielded � � 0.79. The performance appraisal scale contains five items from Delery and
Doty (1996). These items yielded � � 0.86. The career progression scale contains nine
items. These items yielded � � 0.90. The compensation scale contains six items, of which
three items are common to many sources (Delery and Doty, 1996). The other three items
capture benefits, clarity of communication concerning pay for performance and
extremes with regard to pay-for-performance. These items yielded � � 0.88. The
participation scale is based on three items taken from Delery and Doty (1996) and a
common fourth item used in many other sources (Osterman, 1994). This scale yield ��
0.88. The dispute resolution scale is measured by three items taken collectively from
Block and Cutcher-Gershenfeld (1992) and Huselid (1995). The dispute resolution scale
yielded � � 0.79. Table I contains the items and descriptive statistics for each scale.

Four pro-social attitudes were included in the survey: job satisfaction, intentions to
stay, morale and optimism. For the purpose of this study, our job satisfaction scale is
based on the five items developed by Wanous et al. (1997).Our respondents indicated
their job satisfaction based on five aspects of their current job setting, namely, work,
pay, promotions, supervision and co-workers, using the seven-point response format.
However, this time, the two extreme anchors ranged from 1 � not at all satisfied to 7 �
very satisfied. The job satisfaction scale yielded � � 0.87. The five job satisfaction items
included in this scale, along with relevant statistics, are listed in Table II.

Employee intentions to stay, morale and optimism toward the organization’s future
potential for success were also surveyed on a seven-point scale, ranging from 1 �
strongly disagree to 7 � strongly agree. As these items were evaluated separately and
were not a part of an overall dimension, coefficient alphas are not applicable. The items
used to address these three measures of attitudes are also given in Table II.

Three pro-social behaviors were also accounted for in the survey: altruism, job
involvement and work involvement. The altruism scale was based on a scale ranging
from 1 � not at all characteristic of me to 7 � very characteristic of me. This scale used
six items from Organ (1988) and yielded � � 0.90. The job involvement scale used ten
items taken from Kanungo (1982), with possible responses ranging from 1 � strongly
disagree to 7 � strongly agree. This scale yielded � � 0.85. The six items for the work
involvement scale were also taken from Kanungo (1982), using the same scale format.
The work involvement scale yielded � � 0.80. Descriptive statistics for the pro-social
behaviors are reported in Table II.

Results
Table I provides summary statistics for the set of eight dimensions of the HPWS,
including means and standard deviations for each individual item included in the eight
dimensions of the survey. It also includes composite means, standard deviations and
internal consistency reliability coefficients (i.e. coefficient alphas) for these HR
dimensions. Collectively, the alphas for these eight measures are 0.89, 0.74, 0.79, 0.86,
0.90, 0.88, 0.88 and 0.79, respectively. The table shows that the eight dimensions have
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Table I.
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Table II.
Survey summary
statistics for pro-

social organizational
behaviors and

employee attitudes
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mean values ranging from 3.74 to 4.07, yielding an overall un-weighted mean of 3.95. In
other words, the means of each of the eight dimensions hover very close to the midpoint
of the seven-point scales.

Seven aspects are considered to be components of POBs and employee attitudes, to
reiterate, and the four attitudes are job satisfaction, intention to stay with the
organization, morale and optimism, and the three POBs are altruism, job involvement
and work involvement. Table II provides means and standard deviations for each of the
individual survey items, along with composite means, standard deviations and
coefficient alphas. The alphas for job satisfaction, altruism, job involvement and work
involvement are 0.87, 0.90, 0.86 and 0.80, respectively. The other three dimensions
consist of one item each (i.e. intention to stay with the organization, morale and
optimism). Similar to the findings in Tables I and II, it is seen that all groupings have
mean values ranging from 3.87 to 4.81, yielding an overall un-weighted mean of 4.01. In
other words, the means of each of these seven dimensions hover very close to the
midpoint of the seven-point scales being used. Within employee attitudes, the mean
scores for both morale and optimism exceed the mean scores for job satisfaction and
intention to stay with the organization.

Additional analyses were conducted to examine differences between the very highest
(i.e. top 10 per cent) and the very lowest (i.e. bottom 10 per cent) of the surveyed
employees regarding POBs related to altruism, job involvement and work involvement,
as addressed in Table III, and regarding employees attitudes related to job satisfaction,
intention to stay in organization, level of morale and optimism, as addressed in Table IV.

H1 states that very high and very low levels of altruism, job involvement and work
involvement are associated with very high and very low perceptions of a HPWS. To test
this hypothesis, a series of two-sample independent t-tests were performed. These tests
compared the differences between pairs of means for each of the two most extreme
subgroups within each of the eight HR practices, as operationally defined by those
having scores at or above the 90th percentile and those having scores at or below the
10th percentile. Table III includes sample sizes, means and computed t-values for
comparing pairs of subgroup means across the eight HR practices for the each of the
POBs (i.e. altruism, job involvement and work involvement). All 8 � 3 � 24 t-tests are
statistically significant (p � 0.01). Thus, Table III supports H1, as scores for altruism,
job involvement and work involvement are significantly higher in all cases in which
there is a perception that the organization has effective strategies in place for job
analysis/design, staffing, training, performance appraisal, career progression,
compensation, employee participation and dispute resolution. For example, when a very
positive perception of the organization’s HR practices exists with regard to job analysis/
design (i.e. for those individuals falling in the 90th percentile), these same individuals’
perceptions are also very high with regard to altruism, job involvement and work
involvement. Simultaneously, POB perceptions were found to be very low in cases
where there is a perception that the organization has ineffective HPWS strategies in
place for job analysis/design, staffing, training, performance appraisal, career
progression, compensation, employee participation and dispute resolution.

H2 states that very high and very low levels of job satisfaction, intention to stay with
the organization, morale and optimism are associated with very high and very low
perceptions of a HWPS. To test this hypothesis, another series of two-sample
independent t-tests were performed. This time, however, the tests compared differences
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Table III.
Comparisons

between top and
bottom 10%

regarding pro-social
organizational

behaviors related to
altruism, job

involvement and
work involvement
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Table IV.
Comparisons
between top and
bottom 10%
regarding employee
attitudes related to
job satisfaction,
intention to stay in
organization, level of
morale and optimism
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Table IV.
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between the eight pairs of means for the two extreme subgroups with regard to the
employee attitudes. Table IV includes sample sizes, means and computed t-values for the
pairs of subgroup means across the HR practices for the each of the employee attitude
(i.e. job satisfaction, intention to stay with the organization, morale and optimism). All
8 � 4 � 32 t-tests are again statistically significant (p � 0.01). Thus, Table IV supports
H2, as scores for the four employee attitudes are significantly higher when comparing
very high vs very low levels within perceptions of the organization’s HR practices. For
example, when a very positive perception of the organization’s HR practices exists with
regard to job analysis/design, individuals’ perceptions are also high with regard to job
satisfaction, intention to stay with the organization, morale and optimism. Conversely,
employee attitudes perceptions were found to be very low when there is a negative
perception of the organization’s HPWS strategies for these same eight HR practices.

A 15-variable inter correlation matrix is included in Table V, based on the eight HR
practices, the four pro-social employee attitudes and the three POBs. With only one
exception, all correlation coefficients are statistically significant (p � 0.01). The one
exception is the correlation between work involvement and optimism.

Table VI focuses on the correlations among HR practices and the four employee
attitudes extracted from Table V. This table reveals that all eight HR practices are
significantly correlated with the four employee attitudes (p � 0.01). For example, the
correlation between job analysis/design and job satisfaction has a correlation of r �
0.52. Thus, Table VI supports the association of employee attitudes with the HPWS,
indicating that higher levels of job satisfaction, intention to stay, morale and optimism
are exhibited by employees when they perceive that their organizations have better
HPWS practices at the workplace (strong support for H2).

In the same manner, Table VII focuses on the correlations among HR practices and
the three POBs extracted from Table V. This table reveals that all eight HR practices are
significantly correlated with the three pro-social behaviors (p � 0.01). The correlation
between job analysis/design and altruism also has a correlation of r � 0.52. The results
show strong support for H1.

Going beyond the two primary hypotheses, we also investigated the correlations
among the four employee attitudes and the three POBs. Table VIII reveals that, with the
exception of work involvement and optimism, all employee attitudes measures are
significantly correlated with all POBs (p � 0.01). Thus, Tables V-VIII all further confirm
that employee pro-social attitudes and behaviors have a very strong relationship with
one-another and with employee perceptions of HR practices within an organization.

Conclusions and discussion
Our primary objective in this paper was to examine the association between a HPWS
and employee attitudes, as well as with POB. The logic of our argument was that
attitudes and POBs are the individual responses to a HPWS. In H1 and H2, respectively,
we articulated that high and low levels of perceptions of HPWS will be associated with
high and low levels of employee attitudes and POBs. We used both extremes analysis
(90th and 10th percentile) and bivariate correlations to show support for H1 and H2.

While the results do support H1 and H2, we propose an alternative discussion.
Should the hypotheses be revised to read: HPWS is positively associated with employee
attitudes and POB? Such a revision would certainly receive support from our data. Our
caution here is that we should not discount the context in which we make our case. Our
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Table V.
Correlations among
eight HR practices,

four employee
attitudes, and three

pro-social
organizational

behaviors
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contention, in the first place, is that low and high levels of a HPWS will be associated
with low and high levels of employee attitudes as well POBs, and these individual-level
outcomes would then be mechanisms through which an organization would gain
positive organizational level outcomes such as financial performance. As such, we
suggest that, with further research, the concept of “high” levels of HR practices be

Table VI.
Correlations among
HR practices and
employee attitudes
extracted from
Table V

Correlations among HR practices and pro-social attitudes
Pro-social attitudes

HR practices Job satisfaction Intentions to stay Morale Optimism

Job analysis/Design 0.52 0.49 0.54 0.51
Staffing 0.50 0.37 0.44 0.45
Training 0.36 0.34 0.34 0.31
Performance appraisal 0.55 0.42 0.45 0.46
Career progression 0.49 0.42 0.45 0.42
Compensation 0.57 0.41 0.50 0.50
Participation 0.54 0.45 0.51 0.45
Dispute resolution 0.45 0.39 0.45 0.41

Notes: N � 211; all correlations significant (p � 0.01)

Table VII.
Correlations among
HR practices and
pro-social
organizational
behaviors extracted
from Table V

Correlations among HR practices and pro-social behavior
Pro-social behavior

HR practices Altruism Job involvement Work involvement

Job analysis/Design 0.52 0.49 0.35
Staffing 0.50 0.41 0.35
Training 0.37 0.43 0.35
Performance appraisal 0.49 0.44 0.32
Career progression 0.45 0.44 0.36
Compensation 0.50 0.42 0.34
Participation 0.46 0.48 0.31
Dispute resolution 0.51 0.46 0.36

Notes: N � 211; all correlations significant (p � 0.01)

Table VIII.
Correlations among
employee attitudes
and pro-social
organizational
behaviors

Correlations among attitudes and pro-social behavior
Pro-social
behaviors Job satisfaction Intentions to stay Morale Optimism

Altruism 0.59 0.51 0.58 0.48
Job involvement 0.40 0.47 0.45 0.28
Work involvement 0.20 0.20 0.21 0.04

Notes: N � 211; 11 of 12 correlations significant (p � 0.01); NS: correlation between optimism and
work involvement
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retained to examine how they will emerge when other elements (e.g. size, strategy) of
organizational performance are accounted for in an expanded multivariate picture.

One criticism of our approach is that our technique has a common method bias. That
is, in the survey, respondents tend to score along a path with a common response. For
example, he or she would give a four or a three, and that pattern would result in little
variation. While the mean scores for most of the variables were at the mid-point of the
scale, there were greater variations (as indicated by the standard deviations). As
validation, we performed a treatment-by-subjects analysis of variance (ANOVA) with
matched participant scores on the three pro-social behaviors to determine whether the
means of altruism, job involvement and work involvement were significantly different.
The overall ANOVA resulted in F(2,420) � 83.07, p � 0.01. Therefore, post-comparison
t-tests were used to focus on which components of the pro-social behaviors were
significantly different. As seen in Table IX, the means for altruism and job involvement
were significantly different, t(210) � 11.10, p � 0.01. The means for altruism and work
involvement were also significantly different, t(210) � 9.89, p � 0.01. Thus, individual
self-perceptions of altruism were significantly greater than those for job involvement
and for work involvement. However, the means for job involvement and work
involvement were not significantly different. At a minimum, we show that the
respondents discriminate or behave in a statistically significant different way on
measures of pro-social behavior.

Our final comment reflects the reality that HPWSs, at least as conceived by researchers
from the West, have penetrated organizations in India. Moreover, they seem to complement
each other, and together they seem to have a positive association with employee attitudes
and POB. As organizations in India continue with the march toward servicing the world in
the IT sector, we suggest that they have a potent tool in a HPWS to keep employee attitudes
and POBs high. As to convergence, much more causal data would be needed to make a
definitive conclusion. However, our peek gives a never before seen view of a HPWS in India.

Our study has some clear strengths and implications. We assembled the dimensions of a
HPWS as well as several pro-social behavior and collected evidence from an important
category of employees in India. Our results indicate the critical relationship between a
HPWS and pro-social behavior, and how that relationship has the potential to drive
organizational performance. Apart from examining the connection between a HPWS and
pro-social behavior, we have established an inventory of measures and theoretical
paradigms for future research. We would encourage more research on establishing the
connection between a HPWS, pro-social behavior and organizational performance. One
important step in that direction would entail the well-established connection with the overall
strategy of the organization. We believe we have established a base on which Indian

Table IX.
Statistical

comparison of means
for altruism, job

involvement and
work involvement

Means, SD and t-tests for pro-social behaviors
Pro-social
behaviors Means SD

Two-sample t-tests
Altruism Job involvement Work involvement

Altruism 4.81 1.29 11.10** 9.89**
Job involvement 3.89 1.14 0.13NS

Work involvement 3.88 1.20

Notes: N � 211; **p � 0.01; NS � not significant
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evidence of a HPWS can be built. Moreover, our evidence suggests that concepts of Western
HPWS have positive outcomes among an Indian sample.

Our study also has several limitations, which should be addressed in future research. It is
true that our data are from a single source, although we presented some evidence to support
an argument against common method bias. As further levels of analysis (e.g. organizational
outcome) are brought into the research question, such a bias will reduce. Our sample is also
one of convenience, which began with an executive MBA student cohort and snowballed
with the use of an open source channel. A wider cross-section of employees would be the next
logical sample. One common caution when examining workplace practices that are
established in one country (culture) in a different country (culture) is the cross-cultural
equivalency of measurement. We cannot comment on this issue, given that we collected data
only in India. Cross-cultural equivalency of the HPWS could be a fruitful area of research.
One final limitation of our research is the bivariate dimension of our statistical techniques.
Pro-social behavior (and ultimately organizational performance) are determined by many
factors beyond a HPWS. Subsequent research should account for such determinants with
multivariate techniques similar to studies that have been conducted in the Western context.
Moving beyond these limitations, our study is the first to provide a view of an HPWS in
India.
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