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High-involvement practices and
performance of French firms

Sylvie Guerrero and Valérie Barraud-Didier

Absiract  This article deals with the rclationship between haman resource practices
(HRP:) and finn perfarmances in France. It focuses on Tour specitic HRPs that are able to
involve cmployces: empowerient. compensation. communication and training. Each
HRY taken in isolation is supposed 10 be positively reliated 10 performances because it is a
source of mutivinion and commitment for employces. But there also exisis i synergy
between these practices: when they are combined into a bundle and are implemented all
together. they shauld lead 1o better irm performances. A survey carried out among 180
human resource managers of large French companies leads o validation of most of our
hypotheses. Contrary 10 previous research. we do nat find a signilicant link hewween
compensation and lirm performance. The other HRPs are all indirectly related to linancial
performances. with sacial performance playi nga mediating vole. When they are combined
into i bundle. HRPs have a stranger impact on performance than when they are studied
individually. The article concludes with the importance of developing a strategic human
resouree policy and of implemening coherent and complementary  high-involvement
practices to increase firm performance.,

Kevwords High involvement; performance: R praciices: bundle.

Managers” primary concern has always been with running their companies clliciently.
This quest for excellence entails the creation of structures and management systems that
favour the initiati ve wtd creigtivity of human resources. Following Preffer’s work (1994,
1998)). several authors presented a set of human resource practices (HRIs) that bring a
compelitive advamage (¢ i company and generate benchits because they  are
complememary. For this, they were named high-performance pracrices ( Bessant and
Calfyn. 1997: Delancy and Huselid, 1996: Husclid. 19935) or strinegic HIRPs (Hilirop,
1999: Huselid er al.. 1997) and considered by some scholurs to be umversal and direcily
related w linancial perlormances.

This field of rescirch. mostly supported in the USA, has been widely developed forten
veirs. but non without criticism. Previous rescirch considered dilferent inconsistent seits
of HRPs relared o performance. despite the list ol seven practices by Preffer (1998).
In order to clarify the 1wvpes of practices thar woukl raise perfarmances. some authors
refer e aspecilic bundlecalled “high invalvement®. They focus on Lawler's work (1986)
to provide a theoretical Iramewaork that describes how HRP can lead 10 higher com pany
performance.  However. it does not explain the process that leads tfrom HRP
o performance. Conceptual frameworks have been addressed 1o lill this theoretical
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vacuum. Guest (1997, 2001) suggested an integralive model showing that HRP may be
rclated to financial performance through a causal chain, including: employece
commitment and satisfaction; social and organizational performance (productivity and
labour costs): and, finally, financial performance. Boselie er af. (2001) designed a similar
maoclel based on research done on high involvement in the Netherlands.

Most empirical results on high involvement practices hive been obtained in Anglo-
Saxon countries but there is still a lack of research in other countries. Fey er wl. (2000)
in Russia and Bernard and Radgers in Singapore (2000) replicated (hese studies
and validated hypotheses that helped us to better understand how HRP can be a source
of competitive advantage n these countries. France has not been often studied in
the past. although its traditional management style differs from those usually practised
by Anglo-Saxans. Early comparative studies on the effcctiveness of high involvement
practices confirm the interest of additional research. Lorenz (1992); Wilkens and
Pawlowski (1997) demonstrated that high-involvement practices are less elfective
in French automobile factorics than in Britain. Japan and Germuny. They concluded
through case studies that teamwork and group decision making are hardly seen in
French organizations. Despite the delayering of hicrarchical levels, French tactories
remitin among the most hierarchical in Europe: information starts from the top and works
its wity down; communication is limited. which creates barriers between (raditional
authoritarian first line managers and their employees (d'Iriharne. 1996 7). Thus, we
question the relationship between high involvement practices and performances in
French companies.

This paper contributes to the understanding of the link between HRP and compiny
performance. [t focuses on Lawler’s (1986) and Guest's (2001) work to define a list of
practices and their relation to performance. The first section clarifies the concept of high
involvement and related HRP. which provides a precise theoretical framework for
understanding the link between high involvement and company results. it underlines the
pertinence of the bundle concept, by demonstrating the importance of using a coherent
system and the necessity to classify performance meuasures according to their nature.
The second section presents an empirical study tfrom 180 French companies. [t aims to
test the relationship between HR management and financial performance, social and
organizational performance playing a mediating role between both variables. We use
structural equations 1o validate the overall model of the HR-performance link.

Theory and research on high-involvement practices
High-involvement practices and firm performance

Definition Lawler (1986) used the term “high involvement’ to describe management
systems hased on commitment and involvemenlt. as opposed Lo the old bureaucratic
and hierarchical model based on control. Contro} management relies on strict rules and
procedures to increuse efficiency and reducc direct labour costs (Arthur, 1994).
In contrast. commitment systems aim to increase effectiveness and productivity and rely
on conditions that encourage employees to identify with the goals of the organization and
work hard 10 accomplish those goals (Wood and De Menezes. 1998; Whitener, 2001).
‘The underlying hypothesis is that cach employee will increase their involvement in
the company if they are given the opportunity to control and understand their work.
Thus high involvement consists of gathering intelligence, ideas and the motivation of all
workers. It also bears the idea that cmployees’ efforts are oriented towards the firm’s
objectives and that they are transformed into actors who are willing and able to support
the company. This approach has been criticized as a manipulative management 0



increase control, Mress and eflorts for the good of the company perlormance but not for
the employees (Pil and MacDuffie. 1996: Marchington and Grugulis, 2000). However,
a huge number Of results tend 1o confirm the interest of high involvement. Recently,
Ciidada amd Toaew FIMYIN anid Winaia ar o 1IUMN Aanvisnctentad tha saccitive timimast of

Gelade and Ivery (2003) and Kinate o7 ol (2000) demonstrated the pusitive impuct of
commitment-based management on employees™ behaviouor, assessed by turnover rate and
work ¢lhimate
nlp.ll invoivemeni pr.u.uces Scholars share the same conception of high invoivement.
However. they use a wade range of praciices (o identiiy ways 10 deveiop it. Previousiy,
scholars included four types ol HR practices (Lawler. 1986 Leana and Florkowski,
1992), relative to mformation, training. remuneration and empowerment. The relevance
of this list was validaied in 1.000 American companies a few years later (Lawler ¢i al.,
1992). Other emplncm rescarch has led 1o other bu l‘ltllC\ m high mvow;nn.nl prdqlce:
Arthur (1994), in; 51 s

-

decisions and skiil deu_lopmem wma and de ‘Vlcnc
appraisal systems and job sccurity (o the practices pn:uuuul_y studied. [nformation,
empowerment, training and compensation seem to be included in all research. In contrast.
the other themes covered are variable. I we want to develop a cumulative field of
research on high involvement. it seems important to centre on practices that are a sine
et non for all scholars and have been included in a majority of rescarch. Information,
skill development, compensation and empowerment appear together as a core practice
for high involvement.

Contribution of the concept of bundle to high involvement research A key pomtin
high mvolvement is that individual practices cannot be implemented cffectively
in isolation. It is the use of HRP in a coherent package that is importani. Lawler (1986)
asserts that this synergy is comparable 10 a multiplicative model so that, if one practice
has been neglected. high involvement will not exist. Most scholars grasp this idea
through the notion of “bundle’. which originated in the theory of organization. Bums and
Stalker’s work (1961) suggesis that organizational success is contingent on the way
Structure, technology ind HR adjust to cach other, It captures the idea that HRPs form a
synergy when they arc closely linked and present internal coherence. This
camplementarity has a better impact on performance owing (o the interlocking effeci
and mutual reinforcement ol different practices (MacDuffie. 1995). Thus. a company
willing to involve employees will have to offer simuliancously more compensation.
knowlcdge. power and information (Guest, 2001: Marchington and Grugulis, 2000).

From high-involvement practices to company performance How can the
implementation of high-involvement practices lead to beuer performance? What
process or causal network can be identificd to cxplain the link with performance?
According to Lawler (1986), high involvement practices are supposed to be eflective
hecause they act as a synergy and have a multiplicative effect. But Lawler does not
specily how the combined ¢ffect of the four HRPs can be a source of a competitive
advantage. Guest (1997) has been one of the first scholars 10 present an explanatory
maodel of the high involvement process. He suggests that the commitment and flexibility
provided by highly invalving actions lead to behaviour changes among employees.
Because employees show high levels of motivation, co operation and citizenship, they
adopt better-performing behaviours, leading to lower absentecism and turnover rates, (o
better productivity and quality scores. Guest associates these behaviours with social



results (turnover, conflicts, absentecism) and orgamzational results (productivity, quality
of goods and services, customer coniplaints). Consequently, these types of performance
are supposed to affect financial performance. Guest's model has gained successful
attention. A lirst group of scholars included a behavioural dimension in the study of high
involvement. They conducted employees’™ surveys to test the relationship between the
implementation of practices and individual attitudes and behaviours. Guest (1999) and
Whitener (2001) demonstrated that the use of high involvement practices is related (o
better scores on trust and satistaction and to less pressure. Truss (2001), who worked at
Hewlett Packard, and Kinnie e¢r al. (2000). who worked at two call centres. rcached the
same conclusion after their research. They linked the use of innovative HRP to lower
(urnover and absentecism rates. A second group of scholars tested the link between
HR and financial performance. They administrated surveys to HR directors and HR
managers, and compared the answers with the firm’s results. Unfortunately, a direct
relationship has been tested in most studies without separating social and organizational
results from the financial ones. When this was done, authors validated the intermediate
role of HR outcomes (Chang and Chen. 2002: Fey ¢r al.. 2000: Gelade and [very. 2003).

To sumup. the literature review wdentifies four core practices that increase employees”
commilment level, based on information, empowerment, compensation and skill
development. These practices are a source of a competitive advantage when they are used
simultaneously in a coherent HR policy. The process explaining the link with company
performances 1s usually studied 1 two complementary approaches. One group of
scholars focuses on the relation between HR practices and employees® perceptions and
behaviours: a second group centres on the last part of Guest’s model and tests hypotheses
relative to the link between HRP. HR results and company performances.

Rescarch hvpotheses

Our research takes in account the four core practices we wdentified, and tries to measure
the bundle concept. It also deals with the second part of Guest's model. We want to
test the effect of HRP on two types of performance: social and organizational results
e.g¢. HR outcomes or intermediate performance  and financial results. We build a set of
hypotheses for high involvement in Frunce. first about each isolated HRP. then about
their synergy when arouped in a bundJe.

Empowerment Empowerment practices centre on the shaning of power and on
cmployee autonomy. They are aimed at decentralizing decision-making and encompuss a
set of methods based on task enrichment (enlargement of responsibilities. encouragement
of immative, job rotation) and on work organization (project groups, parallel teams as
quality circles, self-managed teams). Empowerment is a source of high involvement in
that it enables all employees to take part in decisions that affect procedures and work
methods. Decentralized organization of work and participation in decision-making have
been found to be positively related to financial performance and productivity (Chang and
Chen, 2002; Pfefler, 1994). In an effort to summarize 68 articles on this topic, Cotton
et al. (1988) showed that participation in decision-making, informal participation and
employee ownership lead to improvement in the company's tinancial performance.
Empowerment practices should generate better social and organizational performance in
France as well. The French organization is profoundly hierarchical and based on social
classes: the “cadres™ (managers and professionals), the ‘maitrise’ (livst line supervisors)
and the others (levels below). This system s deeply embedded in the French culture
and there 1s no evidence of change in spite of delayering (d'Tribarne. 1996-7).



French emplayees are conditioned (o distance themselves from the hierarchy. Managers
and supeivisors who break the ice and empower employees would generate better
social and orgamzational results.
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it is higher than the aver: Lt‘ pay On the labour markel. is not supposed to be
hl"h} involving. On the other Imnd compensation bm.ec.l on collective rewards.
CT 7 ‘ii‘iiei.iiy [plum sharii g, ik owi E‘\lup v.mu shi
non-monctary {(fringe benefiis and sociai beneiits) is vsually considered as highiy
involving. Individual peiformance-based compensation may also be included. In the
UK and in the USA, scholars found encouraging results on the rclationship between
compensation and employee performance. productivity and financial performance
(Delaney and Huselid. 1996). In other countrics, a strong corrclation was also found in
Russia (Fey er al.. 2000). in Hong Kong (Ngo er al.. 1998) and in Taiwan (Chang and
Chen, 2002). Kruse (1992) and Harel and Tzafrir (1999), however, did not observe a
significant link.

[n France. salary grids with a legal minimum must be respected and the conditions
for salary increases are directly connected to organizational tenure. This may explain
why d Arcimoles (1997) did not vahdate a significant relationship between
compensation and firm performance. But. in addition to this, a set of laws was voted
to foster collective remuneration based on company performance. Firms have
heen encouraged to develop gain-sharing since 1959 and in 1967 profit sharing
became mandatory in orgamzations with fifty or more employees. Since 1984, the use
of stock options and stock ownership has been supported by an attractive fiscal system.
We expect that companies implementing all these compensation practices should have
areater performance.

|g. taiinwork Donus) or

Hyporthesis 2a: Compensation practices arc positively related to firm performance.

Hypothesis 2b: Compensation pruactices are positively related to organizational and
social performance.

Hypothesis 2¢: Organmizational and social performance mediate the relationship
between compensation and financial performance.

Communication Communication practices are related to the content of information
{strategy, objectives, salary determination criteria) and information management: {rom
the top down (internal newsletier. meetings with personnel) or from the bottom up
(suggestion box. opinion surveys). They are assumed to be highly involving so that
employees leel that the company takes their concerns into account. The hink with
performance has nonetheless yielded contradictory results. Some studies show a positive
association between these two vanables (Delaney and Husclid, 1996), whercis others do
not (1larel and Tzafrir, 1999). We believe that we should find a significant link in France,



since sharing information is considered as a ajor challenge in firms with httle
comnunication between the dilferent groups of employces.

Hypothesis 3a: Communication practices are positively related o firm performance.

Hypothesis 3b: Communication practices are positively related to organizational and
social performance.

Hypothesis 3¢ Organizational  and  social  performance mediate the relationship
between commumecation and financial performance.

Training and skill development These practices contribute to the development of
collective competencics and organizational learning. They encompass recruitment
to acquire new skills, training to develop them and new organization of work
for better dispatching (career plans, coaching, internal mobility). The impact of
these types of practices on performance has produced the most compelling results.
The rescarch of Harel and Tzalrir (1999) shows a positive significant link between
raining expenses and  organizational performance. Knoke and Kalleberg (1994)
demonstrated a significant link with financial performunce. In addition, a positive
relation was found with career opportunities (Blackwell er al., 1994; Delery and Doty.
1996). In non Anglo Saxon countries. similar results have been found by Fey er al.
(2000); Ngo et al. (1998) and Chang and Chen (2002). In France. d*Arcimoles (1997)
reached the same conclusion.

Hypothesis 4a: Training and skill development practices are positively related to firm
performance.

Hypothesis 4b: Training and skil) development practices are positively related (o
organizational and social performance.

Hypothesis 4c: Orgamzational and social performance mediate the relationship
between training and skill development, and financial performance.

Bundle Current research testing the hnk between HRP and performance tends to
advocate the simultancous impact of practices. Bace and Lawler (2000) found a
significant positive relationship between bundles of high commitment practices and
financial performances (ROIC). Arthur (1994) obtained a significant negative link
with scrap rates and turnover. Other studies allow confirmation of these results.
Empirical works have shown a direct link with social performance (Gelade and Ivery,
2003: Richard and Johnson, 2001). productivity (Guthrie. 200): Husclid er al., 1997;
[chniowski and Shaw, 1999, MacDuftie, 1995), the quality of services and products
(Huselid er af.. 1997) and fnancial performances (Huselid. 1995: Wood and de
Menezes, 1998). Regrettably, these studies did not test if bundles have a stronger
impact on performances than cach isolated practice. The explained variance scores
remain generally low. even after the integration of control varables in the multiple
regression equation. Most of the studies yiclded R™ below 10 per cent. with the
exception of Huselid, who explained more than 70 per cent of the variance of
financial performance.

Two researchers have dealt with the effect of a bundle. in comparison with isolated
HRP. Ichmowski ¢7 «l. (1993) showed that bundles have stronger effects on productivity
than HRP applied in isolation. Delaney and Huselid (1996) found a significant link with
organizational performance. but training practices led to better results. To test the interest



of the bundle concepl. lnther rescarch needs 10 be done to clanily the effect of grouped
HRP. in comparison to cach practice taken in isolation.

g
superior to that of :n.h pr.n‘:llc t.ikcn in isolation
Hypaothesis 5h: The bundling of HRPs is positively related to orgimizational and social

nerformance.
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Empirical study

Methods

The empirical study was supported by the French National Association of HR Managers
and Directors and was conducted among Fronch organizations intwo steps The first step

"
S,

wits wimed at meisuring the use o ni praciices as wel) as social and
organizational pLI‘ﬁ)I"‘II"IdnL'L A questionnaire was sent o 1.530 HR directors working in
large companies in France, regardless of their nat:ona! ownership. With follow-up by
telephone. 182 managers replied and 180 questionnaires were usable (equal to a retumn
rate of 12 per cent). We studied the non-respondents’ characteristics and found no
significant statistical difference from companies that were included in the overall sample.
The campanies of the final sample originated within the industrial sector (57 per cent)
and the services sector (42 per cent). Of the industrial sector. the vast majority were
production companics (56 per cent) and only | per cent were manufacturing companics.
Of the services sector, 15 per cent were production and distribution companies: 3 per cent
operated in construction and 13 per cent in wholesale und retail: 3 per cent were hotels
and restaurants: 16 per cent specialized in transportation and telecommunications. 22 per
cent in hnancial activities, & per cent in real estate and 12 per cent in education and
health. Lastly, & per cent were public administrations. Three-quarters of the companies
surveyed had more than 500 employces. which is consistent of the average size of the
1,530 organizations contacted.

The second step consisted of collecting information on the financial performance of
the 180 organizations that were included in the first survey. The data about financial
performances were collected the same year (ime T0) and also one year later (ime T1).
The financial runo has been calculaled thanks to the accounting data of each
organization, given by financial directors or through databases (Figure 1).

Thus. our research was conducted over a one-year period. financial performance being
assessed in the some year and one vear alter the completion of the questionnaires. This
methad enables the establishment of causal relationships between HRPs and firm
performance, contrary (o cross-sectional studies Lhat measure all variables at the same time.

|
| |
1o 1

High-involvemont practices (guestionnaine )
Social and onanizational perlormance (guestionnaire)

Fimancisl performance (fmancinl dat basis) Fimancial performance {Hinancial data basis)

Figure | Research method



Measurement of variables

High-involvement practices The questionnaire includes thirty-eight items constructed
fmm Lawler :(I986) work and sovers the t'ourdlmcnsaom ol high mwlv mcnlprac{ices

pl‘dCllCC‘- uwd and au:urdlng to the extent of empltwn\ affec led ||‘II‘= Iype of meusure
has heen used very often in past sty whes, which Mcihitates the dhee

m af resahis,

Twelve factors were u!‘.'.;'.i::ed aller the into four
dimensions that appeared to be consistent wirh the literature.

I Empowerment prictices were measured based on a three-factor scale: work contem

(CONT. 5 items. @ 0.83), work rime (two items, r = 0.33, p < .01) and teamwork

(two items. r = 0.38. p < 01).

Compensation practices comprised thice lactors: collective performance based

compensation (three items, a = 0.68), stock ownership (two items, r = 0.37.
01) and fringe benefits (two items, r = 018, p < .01)).

3  Communication practices included five factors. The three first were about general
information concerning the organization (six items, & = 0.81), informarion related
10 compensation (three items, a = 0.74) and emplovees ' means of expression (two
ilems, r  0.18, p <.01). The two remaining factors are aimed at developing
employees’ organizational identilication: employee marketing (four items, a = 0.70)
and employee antachment (two items, r = 0.54, p < .01).

4 Training and skill development practices formed a single factor (five items.
a 0.74).

(E*]

Bundle of HRPs Several measures of bundles were used in previous rescarch. In some
cases, factor analysis has been the empirical means of justifying o combination of HRPs. But
not all variables. especially dichotomous ones, are well suited for this analysis, and scholars
piefer to use other statisiical analysis to assess bundles (Guest, 2001). Interactive and
additive measures have also been conducted (Wood and de Menezes, 1998), but (hey
stipulate that each practice has an equal importance on performance and do not fit the
theoretical approach of bundles. Wood (1996) conducted a more relevant analysis through
the use of a latent variable, and this method has been presented as promissory for the tuture
(Guest, 2001). We adopted a similar measure and performed an anmalysis by means ol
structuralequations. This method allows the comparison of two models intended to study the
individual impact of practices and the impact of combined practices. Two series of analysis
were conducied. We first studied the effect of cach isolated dimension of high involvement.
Each of the four practices was related to social and organizational performance, then to
fimuncial indicators. The second model mimed at testing the impact of combined high-
imvolvement dimensions. Again the model tested included social and organizational
performance as a meduting variable and financial performance as a final variable.

Social and organizational performance Social and organizational performance was
measured by means of two items each, on a 5 point Likert scale: work climate. employee
attendance, ynality of products and services and emplovee productivity. These four



indicators are sunilar 10 those used most frequently in studies of the link between HRP
and performance (Arthur, 1994: Delancy and Huselid. 1996; Ichniowski er al.. 1993:
MacDuffie, 1995). Our measure 18 perceptoal since HR managers provided their opimon
on organizationai performance. in addition, it originates from comparison wilh
competing businesses in the same sector of activity. Such a measurc presents limits due

iy the nrovence af a unime revnondent and 1 the ceuhioctivity af the HR hrariare’
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correlanons between perceptual and objective measures of performance, leading to the
conclusion of a satisfying validity of perceptual measures. In order (o test the qualllv ol
these four indicators, we used the Kolmogorov Smirnov test. The results of this test
confirm the normality of each of the four indicators ar a threshold of 1 per cent.

Financial performance The financial performance was an nh;emivc measure
C pi ility, which is ihe
most common ratio used in French research about HRP and pgrlurmnncc {d"Arcimoics.
no
=

1997). Accordir

Fa

R P .. mcne Ihalaama —aaas 1 AL mesasure P e
LdILUldlCU mom lhlhllli.l. TCAUIS. WO imEasuréa ecoinomic

to the French aceo tmn norims,

Economic profitability = ((Earnings before interesr)

X (long term assels + cash flow X 100 ))

Economic profitability was measured and calculated twice: at the same period the
questionnaire was administered and also one year later. The interest of this measure is
that it allows appreciation of the longitudinal impact of high-involvement practices.

Control variables The aclivity sector aind the size of the company were retained as
control vauiables. The activity sector was laken into account hy measuring the social and
organizational performance relative to the companies of the same sector. We asked
the 1IR directors 1o evaluate the four indicators in comparison to their competitors.
For the financial pertormance. we calculated the profitahility ratio relative to the average
profitability of a given sector. Thus, the final value (V) was:

V = economic profitability of the firm  mean of the seclor

With regard 10 company size, analvsis of correlations with organizational performance
indicators did not show a correlation, most likely due to the similar size of the
orgamzations. We therefore did not insert the size variable in the follow up analysis.

Explanatory analysis

The correlation matrix (Table 1) shows that there is no significant correlation between
high-involvement actions and financial performance. This enables vs to conclude that the
direct relationship with financial performance is not confirmed. and should be mediated
by social and organizational results. Indeed, cconomic profitability 1s signilicantly
corrclated with social and organizational results. with a slightly stronger effect at T1.
Empowerment, communication and, 1o a lesser extent, training practices ae strongly
correlated with indicators ol socjul performances. On the contrary, the hink with
remuncration practices is quite insignificant. Only performance based compensation is
related to wark climate (r = 114, p < .10) and the quality of products and services
(r =114, p < .10). Remuncration based on profit sharing and benefits is normalized
by the French law and should lead 1o fewer discrepancies among company praclices.
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This could explain our results and the significant correlation with the only indicator that
is not taken into account by the law: performance-hased compensation.
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a latent variable called “social and organ. perlformance”. Economic profitability at T0O and
T1 formed the output of the model and was called “financial performance’.

Table 2 presents the results of the cavsal analysis about the rcl.monchlp between cach
1solated high involvement practice and firm perfonmance. The results show a Significant
relationship between empowerment practices and organizational performances. The
y.u!n_;l_" of C.R. (2.066) conlirms that this relmlnnchln 18 sl m\llrnllv gigni!'y_';-!n! Ht a

id of p < {05, social and organizationai periormances piaying a mediating roie.
I thus validated, the implementation of empuuermunl practices
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which does not allow validation of hypothesis H2. Analysis by means of structural
cquations has yielded better resulis concerning communication practices. The link with
organizational performance is significant (C.R. = 2.262, p < .05) and the R is close
10 per cent. Hypothesis H3 is consequently validated. Lastly, Table 2 proves that there is
a significant relation between training actions and organizational  performance
(C.R. 1702, p <.10) contirming hypothesis H4. For all practices related to
performances. the indices of it are satisfying and abide by the quality criteria of 4 good
madel (Table 2). The GFl and AGFI scores are greater than 0.9; the RMR scores are
close to 0.05; the CH and IFI scores exceed 0.50 (Pedhiazur and Pedhazur-Schmelkin.
1991). Moreover. social and organizational variables play a systemalic mediating
role. confiring the reliance of Guest’s model.

Table 2 Relutionship beiween each isolated HRP und perfonnunce (model 1)

Vuriables Estim CR. R ¥ /ddd! Gl RMR

H1 Empowerment — social 0.283 2.0664+ (L1331 0.845 0.983 0).044
and organ. performance

Social and organ. performance 6.220 1 809+ 0.052
—s financial performance

H2 Compensation — social 0.235 0.627 0.000 1.194 0.977 0.062
and organ. performance

Social and organ. performance 0.715 0.142 0.000
— [inancial performance

H3 Commumcation — social 0.109 226233 0.097 1.86) 0.950 0.063
and organ. performunce

Social and organ. perfformance 6.4585 1.73]* 0.051
— linancial performance

14 Training — social 0.094 1. 702 0.046 1.603 0.Y82 0.05
and organ. performance

Social and organ. performance 6.364 1.675+ 0.047

— financil performance

Notes
<< Uk *op < (K.



Table 3 Relationship benveen the HR bundle and performance (medel 2)

St e 2 2 wp

Variables LExtim C.R. R x fddl GFl RMR
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— social and organ. performance

Social and organ. performance h.591 1 800+ 0.053

— financial performance

Impact of high-involvement bundles Our final objecfive was to verily hypothesis HS
related to (the hink between HIRPs combined within a bundle and company performance.
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practices” that groups the four HRPS together. The resuits show that tins bundie 18
slgmlu..mlly and positiv elv rel; ucd {t

) wu.ll .tnd organizational performance. Table 3

lllgh—mvul\'cmnn prauruc% that surpasses that of each practice considered separaicly.
The C.R. and R” scorcs are both higher than those vbtained during the testing of
hypotheses HI to H4, even if the differences observed remain modest.

Figure 2 summarizes our resulls and highlights the causal chain that we validated in
this study. It helps visualize the two models we tested and the hypotheses we validated.

Diseussion

High-involvement practices Our study used a theorctical lield based on high
involvement to elaborate a list of HRPs. It leads to the conclusion that. in France,
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communication and empowerment practices are more related to performance scores,
From a theoretical standpoint, these results are consistent with the definition that we have
provided for high involvement: improvement of effort and involvement. and thus
enhancement of organizational performance through more active participation of all
employees. From an empirical standpoint. our results are consistent with those obtained
in priow research (Cotton e al., 1988: Chang and Chen, 2002). The results about training
practices indicate that skill development and career management are also important for
involving employees in the company success. This is in line with prior research but o0 «
Jesser extent. Several empirical studies reached the conclusion that training practices
have had the strongest impact on performance. with R” scores greater than 10 per cent
(d Arcimoles. 1997 in France: Delaney and Husehd, 1996 in the USA). While our
rescarch enables us o vahdate hypotheses HI, H3 and H4, 1t contradicts the well-
established postulate that compensation is a source of commitment. In the context of the
'rench culture, intrinsic rewards have @ greater impact on company pertormance. Work
enrichment practices, group work. culture reinforcement and skills development should
he implemented to increase employee involvement. and subsequently o bolster company
performance. In contrast. extrinsic rewards have no impact on organizational results,
Therefore, hypothesis H2 is not validated.

Bundles of HRP  Regarding the concept of bundle. the results of our research contirm
its relevance. Combined high involvement prictices explain a greater percentage of the
variance of organizational performance (R? = 0.14)) than practices implemented in
isolation (R* = 0.046 10 0.133). However, the additional explanatory power is limited,
which leads us to consider that HS has heen only partially validated. This finding is,
however, a major contribution of our work in two respects. First, we used an original
methodology based on structural equations and nol on cluster analysis and additive
measures as 1n previous research. Second, this is one of the rare comparative studies of
the isolated and joint impacts o HRPs. The results obtaimed confirmed the value of using
a structured high-involvement policy to improve organizational performance.

Company performance We tested part of Guest's and Boselie ef «/l."s (2001) models.
For this. we set out an indireet relation between high involvement and financial
performance, with social and organizational outcomes playing an itermediate role.
Previons studies that considered the specific role of social results found that they
moderate the relationship (Chang and Chen, 2002; Fey er al.. 2000: Gelade and Ivery,
2003) or mediate it (Arthur. 1994: Husehd. 1995: Guthrie, 2001). The correlation matrix
we obtained clearly shows that social and organizational variables play a mediating role
sice we did not find signiticant correlations between HRP and financial results. The
following analysis confirmed this result and therefore vahdated theoretical frameworks
about the high involvement process.

Conclusion on high-involvement practices in France

The objective ol this article was o demonstrate the impact of high involvement
management on the companics™ overall perforimance. It provides evidence to validate the
theory that some HRPs can contribute fo the improvement of organizational results,
FFor this, we focused on four core practices and tried to replicate previous research in the
French context. A study conducted among 180 firms showed that cmpowerment is
the practice most related to performance, whereas compensation has no effect on
performance. Communication and training are also a source of betler organizational



results. This underlines the value of creating challenging and enriched activities (0
manage high involvement. The ability 1o incorporate open communication and power
sharing in order to change managers™ style of leadership shonld help companies improve
their HRM and conscquently performances. Finally, our work illustrate s the interest of
the bundle concept: when high-invojvement practices are combined through a latemt
variable, they have ua stronger impact on performance than when they are studied in
isolation. This result dresses the importance of developing a high involvement global
policy for employees. since there s a synergy between cach of the tour practices.

Despite these encouraging results, our research presents several hmitations.
We measured HRP and social and orgamzational perfornunce with perceptual Likert-
scales fitled in by a single respondent. Ohjective measures were used only for financial
performances. Several authors have critiazed this methodology. sinte the data rely on
the opinion of HR directors und do not take in account the employee s viewpoint
(Gerhart et al.. 2000). Objective measures of turnover, absente aun and increases in
productivity would have improved our research. Unfortunately, we were unable 0
collect this information, which is the strongest limit of our work. Another limit is the lack
of data collected after the questionnaire adminisrration. We measured financial resulis
one year later. which enable sus to consider the causal relationship between intermediate
variables and financial performances. But the longitudinal dimension of our method
remains limited. Further research should include a measure of performance s taken (wo
years before and ifter the completion of the questionnaire. Such a method would increas ¢
knowledga about the HR-performance link.

However, our work raises perspectives for a future research agenda. It questions the
weight that we should giwe to @ich HR practice in order to explain performance. Whereas
compensation policy seems of prime imjortance in most countries (UK, USA, Asiatic
countries, Russia), empowerment and communication are. more emphasized in France.
What is the part played by each practice in involving employees? The use of a latent
variable does not enable us to answer this question. Comyparative studies in various
countries could help improve our knowledge on this topic. Finally. we asses.ed one part
of the causal process that explains how HR can lead to higher reults. We did not collect
data about the perception by employees of feeline highly involved. Future research
should test Guest's overall model to verify if our list of HRPs is relevant to explaining
employees™ involvement, satisfaction and consequently firm results,
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