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ABSTRACT
Today, the effective management of people is assuming prominence as a source of
sustained business performance improvement. The rationale for this trend is that other
significant aspects of business, such as marketing, new technology, market niche,
trademarks and brand image have generally been mastered. Therefore, business
enterprises are being encouraged in seeking to gain comparative advantage by reliance
on their human resources because this aspect of business is arguably more difficult to
imitate or understand than the more conventional resources. As a result, there is an
awakening of the need to introduce management practices that will concentrate on the
added value which a highly motivated work force may provide to the organisation.

The idea of added value from a highly motivated work force assumes even greater
significance when the main business hinges almost entirely on the attitudes and
approaches of people. This concept applies most forcibly to Barbados and the
Organisation of Eastern Caribbean States (BOECS), the region covered by this study.

This research therefore, explores the idea of gaining comparative advantage through
appropriate people management methods and follows the trend in the developed and
more industrialised nations of the world in an effort to determine whether there is a
useful model of effective management practices which may be replicated in the BOECS
and thus lead to improved business performance in the micro states which constitute this
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region. However, this study is mindful of the limitations of the research methodology
which a vast number of contributors to this intriguing topic have employed.
Nevertheless, this exploratory attempt examines the issue in the light of its possible
positive effect on a previously uncharted area, viz., Barbados and the Eastern Caribbean
(BOECS) as far as it relates to scholarly treaties on Human Resource Management. The
idea is that even in the absence of clear unequivocal empirical evidence about its
benefits, it may be useful to pursue the strategic approach to Human Resource
Management including expansion of employee involvement, for it own sake.
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CHAPTER 1
INTRODUCTION
1.1.

Background to the Research

1.1.1. The Influence of People in the Workplace and Firm Performance
This research explores the link between employee-on-the job functioning and the
performance of the employing firm. It addresses those Human Resource Management
(HRM) practices which when introduced into a company are thought to lead to greater
employee commitment, quality and quantity of work.

It examines this relationship in business organisations drawn from nine developing,
small island states in the Eastern Caribbean, in the context of research approaches and
findings from the mature economies of the G7/G8 countries 1. These nine states consist
of Barbados and eight of the nine territories that constitute the Organisation of Eastern
Caribbean States (BOECS), of which details will be provided below in Section 1.2.

1.1.2. Human Resource Management Development
In embarking on the discussion, this study notes that general acceptance and use of the
expression Human Resource Management (HRM) is relatively new. It has evolved out
of the original concept of Personnel Management, which developed from attempts by
organisations to create a means of managing people at work successfully and to
establish a role for persons who deal directly with special employee problems (Brewster
& Hegewisch, 1994; Brewster, 1995; Legge, 1995; Redman & Wilkinson, 2001; Wright
& Boswell, 2002).
Subsequently, the approach to people concerns has changed in response to the shifting
demands of the workplace. More recently, leading researchers on the topic have
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advanced the view that HRM has become even more critical to business enterprises.
They see this as the one area of management least likely to be imitated by competitors
and in that sense, possessing the inherent capability of providing a firm with a distinct
advantage over its rivals. (Jamrog & Overholt, 2004; Huselid, 1995, Pfeffer, 1994 &
1998; Ulrich, 1997).

These developments, which highlight fresh approaches to the management of people on
the job, began to acquire considerable significance in the 1980s. They consist of
practices which place special significance on the “untapped potential” of people in the
workplace, creatively lead and managed as a source of competitive advantage
(Lengnick-Hall, Cynthia & Mark, 1990, p. 37). Indeed, the body of literature keeping
track of these new ideas continues to grow. An example of this may be observed from a
selected few of several contributors to this consuming topic in table 1.1 as follows:

2

Table 1.1
New Ideas on People Management Practices


The impact of strategic HRM effectiveness

(Richard and Johnson, 2001)



The relationship among HR practices,
employees‟ perceived organisational support,
organisational commitment and trust in
management.

(Whitener, 2001)



The relationship among HR practices, pay, and
labour efficiency.

(Cappelli and Newmark,
2001)



How alternative work practices impact
employees.

(Goddard, 2001)



The potential for HR advantage in the service
sector.

(Boxall, 2003)



Contextual conditions such as industry
characteristics which moderate the efficacy of
high performance work systems.

(Deepak, Guthrie & Wright,
2003)

Today, businesses are being encouraged to adopt practices consistent with those of
strategic Human Resource Management. This requires HR professionals to work with
line managers to provide a method that will release the latent energy of employees in
the workplace. The objectives are as follows:


To increase the sense of “ownership” of organisational objectives throughout the
work force.



To create an open, problem solving climate.



To supplement the authority derived through role and status with the authority of
knowledge and competence.



To locate decision making as close as possible to the information source, (where
the work is done).



To build trust among individuals and groups.



To maximise collaborative effort against outside competition.
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To develop reward systems which recognise the achievements of the
organisation‟s goals and the growth needs of the people.



To increase self-control & self-direction of people within the organisation.

These views have been propounded by a broad section of the research community (eg.
Cooper & Wilkinson, 1997; Gilley & Maycunich, 1998; Lawler & Mohrman, 2003;
Legge, 1995; Ferris, 1995; Goss, 1994; Douglas, Klein & Hunte, 1985; Cascio, 1995;
Molander & Winterton, 1994; Lundy & Cowling, 1996; Redman & Wilkinson, 2001
and Ulrich, 1997). It is the bedrock for the material produced by Pffefer, 1994 & 1998
and the ongoing research of (Mark Huselid, 1995; Brian Becker et al, 1995, 1997 &
1998; Fitz-enz, 1994; 1997 and Wyatt, Watson Worldwide).

This study‟s aim was to review HR management practices in the BOECS in the light of
the foregoing ideas from more mature economies in an effort to encourage greater
awareness and utilization of these approaches. The general idea was to identify and
reinforce those practices which have already been introduced and are working
successfully and to add others still untried, which may redound to the greater benefit of
the BOECS.
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1.2.

Barbados and the OECS

1.2.1. Social and Economic Background
Barbados is the most easterly of the Caribbean islands included in this study. It is also
the most developed, economically. Tourism is the country‟s main industry, although
financial services, light manufacturing and agriculture are important aspects of its
economic structure (CIA, The World Factbook, 2006; Hope, 1986).

After the first English settlers arrived on the island in 1627, Barbados became and
remained a British colony until 1966 when it attained political independence. It has
since

managed

its

own

economic

affairs

successfully

(Barbados

Tourism

Encyclopaedia, 2006; CIA, The World Factbook, 2006). Barbados has its own Central
Bank and its own currency, the Barbados dollar (Bds$). This is pegged to the United
States dollar (US$) at an exchange rate of Bds$2.00 to US$1.00 (Caribbean
Development Bank, 2003; CIA, The World Factbook, 2006; Payne & Sutton, 2001).

The Organisation of Eastern Caribbean States (OECS) is a sub-regional nine (9)
member grouping of small island developing states. This grouping comprises Antigua
and Barbuda, the Commonwealth of Dominica, Grenada, Montserrat, St. Kitts and
Nevis, St. Lucia and St.Vincent and the Grenadines as full members. Anguilla and the
British Virgin Islands (BVI) are associate members. The BVI is not included in this
study.

These islands all have very limited natural resources. Furthermore, their economic
development is restricted by the absence of a sufficiently critical mass2 of people to
buttress their reliance on an already deficient agricultural and manufacturing output.
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Accordingly, this constraint impairs their ability to develop an increased number of
supporting businesses, or to attract investment capital, provide higher research budgets,
which in turn further minimizes their ability to interest high-skilled labour and
management, increase public revenue for education and healthcare and an improved
quality of life overall in their local communities for their industrial progress. They have
had mixed growth performance during the 1990s (Caribbean Development Bank, 2003;
Payne & Sutton, 2001).

The OECS came into being on June 18th 1981, when seven (7) Eastern Caribbean
countries signed a treaty agreeing to cooperate with each other and promote unity and
solidarity among the Members. The Treaty became known as the Treaty of Basseterre.
It was so named in honour of the capital city of St. Kitts and Nevis where it was signed
(Caribbean Development Bank, 2003; CIA, The World Factbook, 2006; Payne & Sutton
2001).

The OECS countries share a common currency, the Eastern Caribbean dollar (EC$) and
a central bank located on the island of St. Kitts. The EC dollar is also pegged to the US
dollar at an exchange rate of EC$2.70 to US$1.00 (Caribbean Development Bank, 2003;
Payne & Sutton, 2001).

Chart 1.1 below provides statistical information on land area, population and per capita
income of the countries which constitute the BOECS. Figure 1.1 which follows
immediately after shows the location of the various islands in relation to each other and
the Americas.
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Chart 1.1
Statistics of BOECS
(July, 2006 est.)
Country
Population
Area
(Sq km)
Anguilla
13, 500
102
Antigua and Barbuda
69,100
443
Barbados
279,900
431
Dominica
68,900
754
Grenada
89,700
344
Montserrat
9,400
102
St. Kitts-Nevis
39,100
261
St. Lucia
168,500
616
St. Vincent & the Grenadines
117,800
389
Totals
855,900
3,442
Source: http://www.cia.gov/cia/publications/factbook/geos/bb.html
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(US$)
GDP Per
Capita
7,500
11,000
17,400
5,500
5,000
3,400
8,800
5,400
2,900

Latest
year est.
2002
2002
2005
2003
2002
2002
2002
2002
2002

Figure 1.1
Map of Barbados and the Eastern Caribbean

Source: UNDP Barbados and the OECS

1.2.2. Attempts at Regional Integration
In 1958 the English speaking Caribbean began to move away from colonial status by
forming a federation of ten nations: Jamaica, Trinidad and Tobago, Barbados, Antigua,
Dominica, Grenada, St. Kitts-Nevis-Anguilla, St. Lucia, St. Vincent and the Grenadines
and Montserrat. However, the effort was short lived and ended in 1962 (Will, 1991).

Following the break up in 1962 of the experiment at forming a Federation of the West
Indies, there was an attempt to fashion another political union comprising Barbados and
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the OECS. The grouping at that time was called, “The Little Eight”. (Lewis, 1965; Will,
1991). This further attempt to unite the region politically did not materialise, mainly
because of the lack of the necessary external financing as well as unwillingness of the
leaders of the various islands to yield some of their local power to a central authority
(Will, 1991).

There have been ongoing attempts at regional cooperation and efforts to form one
regional trade block (CARICOM) 3 among the BOECS and about six of the other larger
territories. Yet the countries in question have so far stubbornly maintained their
evolutionary process as minute, separate, social, economic and political entities
(Marshall, 1998; Payne & Sutton 2001; Will, 1991).

This individualism has been aided by the fact that they are spread across the Caribbean
Sea. Thus access is relatively more difficult than would be the case if they constituted a
single land mass. The separateness has also largely been responsible for the distinctions
in their national characteristics and the subtle differences that they recognise among
themselves but which may very well go unnoticed by those unfamiliar with the
idiosyncrasies of the area. However, today with the challenges posed by globalisation
and free trade, the necessity for an economic if not political union of these countries is
virtually unavoidable. (Marshall, 1998; Ramsaram, 2002).

1.3.

HRM and the BOECS

1.3.1. Commonalities
The reasons for linking these particular nine territories in this HRM study, are because
of their small size, proximity, close affinity, common British colonial heritage, language
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(English), traditions, customs and tastes. These islands share a common history and
identity, albeit with their own very distinct national characteristics. Indeed, the United
Nations Development Programme (UNDP) has established a sub-regional, multicountry office in Barbados to serve the BOECS, including the British Virgin Islands,
(BVI). This latter territory, BVI is not included in this study. 4

Unlike their larger neighbours such as Trinidad and Tobago, or Jamaica, the BOECS are
unlikely to attract other than the smallest businesses. They are therefore forced to rely
on external influences to a larger degree than their more resourceful and bigger island
neighbours5 (Wignaraja, Lezama and Joiner, 2004).

Unless the BOECS pool their resources, they can be overwhelmed by the pace of new
developments in significant areas such as HRM. Furthermore, as individual territories
they often lack the resources necessary, such as training delivery and facilities, in
getting to grips with and/or complying with international legal and regulatory
requirements (Cowell and Boxill, 1995; Lalta & Freckleton; Payne & Sutton 2001).

As indicated earlier, Barbados and the Organisation of Eastern Caribbean States
(BOECS) with a combined land mass of approximately 3,442 square kilometres and a
population totalling under one million, represent one of the world‟s smallest regions,
both in land area and population size. In fact, it is generally recognised that small size is
one of the problems facing the countries of the Caribbean generally and the BOECS in
particular (Howard, 1992; Lalta and Freckleton, 1993).
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The population of these nine states ranges from the lowest of about 9,400 in Montserrat,
(the smallest by population numbers), to 279,900 for Barbados, the largest, but still a
relatively small population compared to North or South America or European standards.
It is this relatively small size that makes these tiny island nations worth special
consideration, because even though they may be known for their relative tranquillity
and appeal for tourism, they tend to be left out in the main stream research in areas such
as Effective People Performance Strategies (EPPS) contemplated by this study.
Consequently, despite their size this research is of special significance to their
development and highlights the contribution which they may make to the rest of the
world.

For example, it is acknowledged that small and medium sized businesses are the
bedrock of even the largest and most mature countries (Way, 2002). Some of these are
family businesses and inherent in them are all the opportunities for high performance
work practices (Thatcher, 1998). Therefore, because of the tiny size of the BOECS,
businesses located there may be used as incubators for new HRM ideas which may be
tested more precisely in these small surroundings.

1.3.2. Sustained Business Improvement
This study pursued the idea that those firms which are able to identify and employ
human resource management (HRM) processes that optimise the workplace
participation of their employees, are most likely to experience a sustained improvement
in business operations. It further embodies the notion that such firms have a greater
possibility of being able to establish a distinct and sustainable competitive advantage
over their rivals.
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Research in the field suggests that such firms obtain sustainable competitive advantages
by implementing strategies that incorporate inter alia, the ideas of optimising worker
participation with their business strategy, organisational structure and culture
(Applebaum et al, 2000; Cowell, 2000; Goddard, 2004; Hartog & Verburg, 2004;
Khatri, 2000; Newman and Nollen, 1996; Schneider, 1988; Sels et al, 2006; Sparrow
and Wu, 1998). These business entities apply specific processes in exploiting their
internal strengths, while neutralising external threats and avoiding internal weaknesses.
HRM, in this high commitment approach adopts the role of advancing the development
of business strategy, and then „unfolding‟ that strategy within the organisation in terms
of policies, practices, acquisition and development of staff, design of work processes
etc. When companies set up and implement programmes in this strategic way, they
create the pathway that leads to competitive advantage (Barney, 1991; Warech &
Tracey, 2003, Watson Wyatt, 2006).

The progressive HRM processes referred to above include single practices such as,
rigorous selective recruiting,

cross-functional

teams,

incentive compensation,

comprehensive training and behaviour based performance appraisals. They also
embrace various combinations of these HRM practices as a unified set or bundle of
“complementary resources.” (Niehaus, 1996).

This study notes that these innovative HRM practices which are said to influence firm
performance positively, have been identified in a significant number of research
publications that seek to demonstrate the (people management-firm performance)
connection in scientific terms. Lawler, (1986; 1992) dealt with the topic using the term
“high-involvement management.” He repudiated the top-down traditional management
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structure and control over employees practiced by leading American firms. He
advocated the use of employee involvement techniques in United States firms, similar to
those developed in Japan and Europe. Arthur, (1994) used the term “commitment” to
define a management approach that emphasised a “new strategic, macro human resource
management perspective” which departed substantially from the traditional control
management style and tested the effect of the different approach between turnover and
manufacturing performance across steel “mini-mills.” Huselid, (1995) comprehensively
evaluated the links between systems of High Performance Work Practices and firm
performance. Koch & McGrath, (1996) examined the impact of what they term “Human
resource management sophistication.” They suggested that the introduction of these
work practices, were positively associated with superior workforce performance and
furthermore were difficult to imitate by competing firms. Becker, Huselid & Ulrich,
(2001) extended this theme in building a case for HRM as a strategic asset. Today the
application of these HRM methods is considered an essential role for human resource
managers everywhere.

However, this study also recognises that the numerous research efforts to establish the
(HRM-Firm Performance) link in scientific terms have attracted a body of critical
assessments that identify various weaknesses in the methodology and research findings.
A key factor that such critics often highlight is the difficulty in conclusively separating
the contribution of HRM practices from other inputs to firm performance. Such a
distinction is essential to demonstrate a sufficiently conclusive link between HRM
practices and financial success. These critics also compare and contrast the issues
developed in various studies. Furthermore, it has also been argued that the cost of
instituting these special HRM practices is so significant that their additional costs may
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well erode any extra benefits that their introduction may bring about in firm
performance, (Hiltrop, 1996; Neumark & Capelli, 1999; Wall & Wood, 2005; Wood,
1999).

Part of the dilemma in substantiating the idea of a positive (HRM practices-firm
performance) link rests in the very nature of the topic itself. In this regard there is the
fact that the key component of this and other such studies is predominantly people, an
infinitely complex speciality. In addition, there is the need to operationalise the subject
matter (HRM) and to overcome the dilemma in seeking to do this when there are
differing views among the experts as to what generally constitutes HRM practice
(Delery and Doty, 1996). Moreover, the impact of whatever is determined to be
effective people management practice may have unpredictable effects on different
individuals, depending on the time and circumstances that obtain when these practices
are put into place. (Becker et al, 2001; Datta et al, 2005; Guest, 1999; Guest et al, 2001;
Horton 2005;Way, 2005; Wright, 2005).

Despite the complexity of the problem, it does appear that the body of research that
espouses the positive (HRM-Firm Performance) link is growing. These adherents to the
subject support the view that when appropriately structured and deployed HRM can
provide a business with the extra edge needed to catch up, keep pace with or even stay
ahead of the competition, as circumstances may dictate (Allen et al, 2003; Bae &
Lawler, 2000;Walker, 1992). In any event, even with the difficulty of substantiating the
notion of the positive (HRM-firm performance) link, the search for this “holy grail”
continues, because people in the most basic sense, constitute one of the vital inputs of
business operations. Therefore it is necessary for common practical business purposes to
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maximise the people contribution in similar fashion to that of all other essential inputs
and to explore ways in which such maximization may be achieved. (Applebaum et al,
2000; Bae & Lawler, 2000; Barrette & Ouellette, 2000; Becker & Huselid, 1996; Boxall
& Steeneveld, 1999; Guest & Pecci, 1997; Guthrie, 2001; Youndt & Snell, 1999).

1.4.

Global Competition and the Impact of People in the Workplace

Global competition is the driver behind the concepts referred to above. As this
phenomenon continues to intensify, the search for a formula that would increase
consumer preference for a particular entity‟s products and/or services increases in
impetus. Accordingly, since as mentioned earlier the people input constitutes an element
of the end product or service, a substantial part of this global competitive process
revolves around the impact of people in the workplace. The contention is that because
of the latest technological developments, the contribution of employees is the only input
that lends itself to inimitability and thus prolonged product and/or service differentiation
(Becker et al., 2001). But therein lies the catch. The difficulty rests in developing a
means of creating and sustaining that inimitability through the effective direction of
people in the workplace. Such an achievement would result in the successful harnessing
of this people enigma which by its infinite complexity may be equally as capable of
increasing productivity through superior human performance as it is of doing the
opposite, viz., reducing output and/or product or service quality.
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1.5.

The Huselid Model

1.5.1. The Search for a Better HRM Mousetrap
The continuation of the search for the “better mouse trap” of people management
practices seeks to link innovative approaches to HRM with enhanced organizational
performance and sustainable competitive advantage. The common theme in this
literature is an emphasis on utilizing a system of management practices that



enhances employees‟ skills;



increases the dissemination of information throughout the organisation;



provides greater latitude to employees; and



boosts employee motivation.

(Arthur, 1994; Fey & Bjorkman, 2001; Guy, 2003; Hartog & Verburg, 2004; Koch &
McGrath, 1996; Lawler 111, 1992; Luthans & Sommer, 2000).

Of the various studies related to the foregoing objectives, that of Huselid, (1995), is
most commonly quoted. It is the one cross sectional research effort coming closest to
establishing a reasonably convincing case for a positive relationship between HRM (in
the form of High Performance Work Practices (HPWP) and firm performance.
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1.6.

The Main Aim of this Study

1.6.1. The Primary Focus
The primary focus of this study, therefore, is an assessment of the effect of High
Performance Work Practices (HPWP) on the operations of business enterprises in
Barbados and the countries of the Organisation of Eastern Caribbean States (BOECS).
In order to test this relationship the writer replicates as far as it is feasible, in the
BOECS, the approach used by Huselid, (1995) in his landmark research paper dealing
with the same issue in companies in the USA.

However, this study includes modifications which reflect deficiencies in gathering data
from local BOECS sources. In addition it examines the effect of Caribbean trade unions
on attempts to introduce High Performance Work Practices in businesses in which they
have a stake. In so doing this study considers that aspect of the concern advanced by
Goddard & Delaney, (2000) re the possible replacement of unions and collective
bargaining by modern HRM practices. It also takes into consideration the effect of trade
unions in the BOECS, given the key role that Industrial relations has played in the
political and cultural development of the Caribbean (Nurse, 1992).

1.6.2. Divergence
The differences between Huselid‟s seminal work and this study are detailed in Chapter
4, section 4.5. In addition, the table below provides a brief comparison of the
approaches used by Huselid and this study. It highlights the difficulties encountered in
relation to the divergences and the means of addressing them.
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Methodology Applied to Huselid’s (1995)
work
Chose the population sample from a
nationally established database.

Methodology Applied
in this Study
Selected all firms in the region which
met the criteria of the unit of analysis,
viz., were listed in the statistical
records as having 50 or more
employees.

2.

Collected data on the prevalence of HPWP
by means of a questionnaire mailed to the
senior human resources professionals in
each firm.

Collected data on EPPS by means of
questionnaires mailed to the CEO‟s
for
completion
by
their
HR
professionals and also by structured
interviews (34%), conducted with the
CEO, HR professionals or a senior
manager in each firm.

3.

Pre-tested the survey items with a number
of colleagues and human resource
professionals.

Pre-tested the survey items with a
number of colleagues and human
resource professionals.

4.

Conducted a pilot study using all survey
materials.

Conducted a pilot
survey materials.

5.

For his dependent variable Huselid selected
the 13 practices which he considered most
broadly representative of the domain of
HPWP.

Concentrated on the 13 HR practices
used by Huselid in his study, but also
took into account other contributions
such as that of Lawler, (1992) and
Pfeffer, (1996, 1998).

1.

study using all

However, whereas Huselid asked for
specific measurement factors, this
study provided for responses within a
specified range. This was done to
address the practical limitation of
being unable to obtain specific
information in a reasonable time
frame.
6

To uncover the underlying factor structure
associated with these 13 practices Huselid
factor analysed each item‟s standard score,
using principal component extraction with
varimax rotation.

This study also applied the tools of
factor
analysis,
using
principal
component extraction with varimax
rotation to uncover the underlying
factor structure of the HR practices
covered.

7.

Conducted scale validation to demonstrate
the convergent validity of related items.
This included identifying two external
measures of the degree to which firms
valued their employees by investing in them
and secondly by assessing the importance
which top management placed on making
public their belief in the worth of their
employees.

It was not practicable to conduct scale
validation along the lines developed
by Huselid. However, this study
examined actual financial data from a
sub-sample of 25 of the 128 firms
responding
to
the
information
requested. These twenty-five (25)
firms representing approximately 20
percent of the 128 responding.
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Methodology Applied to Huselid’s (1995)
work
8.

Methodology Applied
in this Study

For his dependent variables, Huselid chose
the following:
Turnover This was assessed within each
firm by the simple questionnaire item
“What is your average annual rate of
turnover?”

Turnover was not
study because of
relatively high rate
in the BOECS and
employees to remain
for long periods.

relevant to this
the comparative
of unemployment
the tendency of
with an employer

Productivity This was addressed by
applying the logarithm of sales per
employee

Productivity was assessed, using the
responses to specific questions directed
to this factor in the questionnaires. It
is recognized that this opens the question
of same source bias.

Corporate Financial Performance using
both a market-based measure (Tobin‟s q) 6
and an accounting measure (gross rate of
return on capital, or GRATE).

Corporate
Financial
Performance
This study acknowledges that it would
be virtually impossible to obtain the
financial information necessary to
replicate this aspect of Huselid‟s
work. Instead it was also evaluated,
using the responses to specific questions
directed to this factor in the
questionnaires. Again the question of
same source bias arises.
However, this was supported by
empirical means from those 25 firms
from whom specific financial data was
obtained.

9.

In developing the estimation models,
Huselid sought to provide unbiased
estimates of the impact of HPWP on firm
performance.
Accordingly for
each
Dependent Variable, he applied Control
Variables. These control variables were
selected based on a careful review of the
prior empirical work focusing on those
variables likely to be related to both the
dependent variables and the use of HPWP.
He then applied statistical tests which
identified means, standard deviations,
correlation and regression analysis as well
as the Tobin‟s q ratio of the input data.
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This study also sought to provide
unbiased estimates of the impact of
EPPS on firm performance.
Accordingly, this result was achieved
by applying the same statistical tests
to firms based on size and specific
business areas of activity. The statistical
tests identified means, standard
deviations,
correlation
and
regression analysis.
In addition this study included
unionisation of the firm as a
moderating variable, in order to assess
the impact of unionisation of the
organisation on its introduction of
HPWP.

Methodology Applied to Huselid’s (1995)
work

Methodology Applied
in this Study
However, there was no attempt to use
Tobin‟s q ratio of the input, given that
mostly anecdotal data was used in this
study.

1.7.

New HR Ideas and the BOECS

1.7.1. The Approach
As has been mentioned previously, these nine territories, the BOECS, are developing
mini and micro island nations. Service industries, such as tourism and financial services
constitute their main source of sustainable development. Therefore, reliance on people
is of paramount importance. Consequently, ways of enhancing people performance can
have far reaching positive effects on the prosperity of the BOECS.

Accordingly, this research proceeds on the premise that there are practical workplace
innovations which employers can introduce in order to motivate and encourage
employees to improve their attitude and approach to work, as well as their performance.
Furthermore this study explores the literature which espouses novel workplace people
enhancing practices. It focuses on the likelihood that the introduction of these
procedures, if sustained, could be quite substantial. Indeed, these measures could be so
significant that the businesses that made the most of them would derive additional value
as a result of such practices in excess of their cost of introduction and might even be
able to establish a competitive advantage in their particular area of operation. (Arthur,
1992, 1994; Bae & Lawler, 2000; Barrette & Ouellette, 2000; Becker & Huselid, 1998;
Cappelli & Neumark, 1999; Hartog & Verburg, 2004; Huselid, 1995; Lawler, 1992;
MacDuffie, 1995; Pfeffer, 1994, 1998; Ulrich, 1997).
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1.7.2. The Mature Economies of the G-7/G-8 Countries
The study first examined the above-mentioned issue of the New HR from the
perspective of the G7/G8 countries with their mature economies. This was be done by a
thorough review of the current literature available in scholarly journals and relevant
texts.

The purpose was to identify first the constituent parts of these novel people performance
measures and secondly their impact on business performance in these large and highly
complex, industrialised societies. The review scrutinized recent publications dealing
with the topic of human resources and the innovative means being tried in forwardlooking organisations to encourage people to dedicate and commit themselves to
improved corporate performance.

Secondly, following on from this, the study examined through a survey of business
enterprises in the nine territories covered, whether those special people performance
measures adopted by successful business enterprises in Europe, North America and
other developed countries have filtered through to or have somehow been replicated in
the small developing economies of the tiny territories of Barbados and the Organisation
of Eastern Caribbean States, (BOECS).

Thirdly, it considered that the main relevance of the foregoing issues to the BOECS
region covered by this study would be that people represent the major resource and, in
some cases, the only resource available. As such, any added advantage to be gained
from a more progressive use of their human resources could be expected to be of
remarkable importance with likely far reaching positive consequences on firms in the
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BOECS. The study therefore assessed the effect such practices have had, or are having
in those companies within the BOECS, which utilise these systems and agreed to
participate in the research project.

1.7.3. Establishing a Theoretical Framework
In order to do this, the study established a theoretical framework on which to ground its
results and on which to extend its findings from the vastly developed G-7/G-8 countries
to the miniscule but important developing region of the BOECS. It should be noted that
the importance of the BOECS stems from their strategic location, the fact that they may
constitute a zone of peace in a troubled world and as separate and distinct countries,
their voting power in the UN significantly outweighs their size and population numbers
when compared to other UN members (Wint, 2003; UNDP, 2005).

Therefore, after an initial examination of the issues, this study defined a problem
statement, developed research questions and hypotheses together with a rationale for
investigating the human resource conditions in BOECS businesses against a background
of the experiences of those mature economies referred to previously.

1.7.4. Surveys
The enquiry was conducted by employing structured interviews as well as mailed
questionnaires. The unit of analysis was those businesses in the region with 50 or more
employees. This was based on the assumption that firms with this number of staff were
most likely to have some form of recognised HR system in place (Nachmias &
Nachmias, 1997; Maybey et al., 1998). In this manner it was expected that it would be
possible to create the basis for intelligent discussion and analysis on the findings
resulting from these efforts, and to throw some light on the implications for the
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businesses in the BOECS, based mainly on the research methodology established by
Huselid, (1995) as well as the vast number of contributors to the growing issue of the
link between people workplace practices and firm performance.

In the process, as far as it was practical, the research enquired into the role of Human
Resources Management in modern society, tracing its origin from the traditional
personnel functions to its present day emergence in the United Kingdom (Brewster et al,
2000; Cascio, 1991 and Legge, 1995). It also followed the progress of HRM in the
United States of America, in Europe and Asia (Brewster, 1995; Claus, 2003; Shim,
2001).

This study reviewed the significant components which constitute HRM and the
approaches leading to its strategic fit in relation to other business processes which
impinge on organisational effectiveness. This included concepts such as „Best Practice‟
to promote a high commitment and a proactive role for employees in the corporate
structure, the „Resource-Based‟ view of the firm in providing competitive advantage
through emphasis on values, efforts to recruit care for and retain core staff with the
necessary key competencies that underpin effective work behaviour essential to the
particular business establishment (Warech and Tracey, 2003; Way 2002). It examined
the changing role of HR professionals as they evolved from the status of welfare agents,
through more administrative specialists, followed by their key undertaking in promoting
and implementing organisational change to their more recent challenge to be business
managers and change agents in the organisation (Brewster, 1995; Guest, 1992;
Kirkbride, 1992; Strauss, 1992; Legge, 1995; Tyson & York, 2000).
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The surveys were thus designed to explore the relevance to businesses in the BOECS of
HRM developments described above and more particularly the application of the
Huselid‟s (1995) study of businesses in the USA, mindful of the limitations posed by
the possible absence of specific financial and other relevant data in this developing
region. It was therefore anticipated that it would be necessary to adapt Huselid‟s
approach to compensate for the likely insufficiency of information. However, to the
extent possible this study used the statistical tools of factor analysis, correlation and
regression analysis to examine the data derived from the results of the surveys.

The study investigated
1)

whether business enterprises in the BOECS utilize HPWP;

2)

if so, what particular elements of HPWP are most prevalent;

3)

the extent to which the effect on firm performance is similar to that in the
USA, Europe and other mature economies;

4)

whether the presence of unions in businesses in the BOECS had any
effect on the results of HPWP and firm performance.

This latter aspect of the impact of trade unions on HPWP has so far had only limited
coverage in the existing literature. Rather, prior research has tended to do the reverse
and concentrate on the impact of HPWP on trade unions instead (Bryson, Forth &
Kirby, 2005). Some researchers even suggest that HPWP may be a subtle means of
undermining trade unions (Goddard and Delaney, 2000). Therefore, to the extent that
trade union influence has been identified, this study intends that it should provide a
meaningful extension to existing research and thus contribute to further comprehensive
development of the field.
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The study then summarised its findings and made recommendations for improvements
in the region based on these findings. It also attempted to identify limitations and
suggested areas for future research.

1.7.5. Modern HRM Practices a Powerful Influence
The challenges to business enterprises in the BOECS region are formidable but the
solutions are not necessarily beyond their grasp. This study examined whether an
adherence to modern HRM practices might serve as one of the remedial measures.
Emphasis on effective employee management strategies as recommended by Ulrich,
(1997, Chap 5), includes a number of key factors designed to increase employee
commitment to the enterprise, thereby improving its viability. These involve “finding
the right balance” between employee demands and the firm‟s resources. (Ulrich, 1997,
p. 148). This approach is designed to link HRM to business strategy and keep the
business on the cutting edge. It is reinforced by Becker and Huselid, (1998) and Pfeffer
(1998, Chap 4.) in a call for the introduction of “high performance management
practices” to significantly enhance organisational competence and profitability.

1.7.6. Divergent Views about the Effects of HRM
This study notes, however, the divergence of views between the HRM advocates. On
one hand there are those who advance the theory that to achieve success HRM practices
must be linked strategically to other management approaches. This school of thought is
a contingency theory of HRM. On the other hand there are those who maintain that a
specific combination or bundle of HRM practices must be present in order to lead to
success. This is termed the universalistic approach. There are also other combinations
and permutations of the contingency vs. universalistic theories (Delery & Dotty, 1996;
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Wall & Wood, 2005; Wood, 1999). These are dealt with more extensively in the
Literature Review, Chapter 2 which follows.

1.8.

Thesis Overview

This introductory chapter has sought to anchor the study of Effective People
Performance Strategies. Firstly, it extends in the BOECS region the research of Huselid,
1995, with modifications for the impact of the presence of trade unions, while at the
same time taking into consideration possible limitations in obtaining all the information
necessary to adequately match that seminal work. At this initial stage, the opportunity
has also been taken to advance the idea that an adherence to modern HRM is likely to
provide a comparative advantage to the small, developing mini and micro nations of
Barbados and the Eastern Caribbean. In addition, the observations have highlighted the
rapid changes in business today, influenced by trade liberalisation, global competition
and the need for this region to prepare itself to contend successfully in the new
consumer driven society.

The next segment, chapter 2 expands the issues under consideration. It presents a
critical analysis of the historical developments, conceptual and methodological
questions, assumptions, and contemporary issues pertaining to the study of HRM. It
does this by reference to the contributions of academics, HRM practitioners and other
analysts internationally, with a focus on the topic of HRM as reflected through
published literature, including material in scholarly journals, relevant texts and other
appropriate media. Chapter 2 concludes by emphasizing the ever increasing need for
modern businesses to focus on enhancing the role of people in the workplace as a
critical factor for business success.
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Chapter 3 concentrates on the research process adopted for achieving the study‟s
objectives. It examines the rationale for the study and establishes a theoretical
framework on which to ground the results of the research. It details the general design
of the research and the processes involved in operationalising the relevant variables. It
examines the issues raised in the previous chapter and highlights the significance of
modern HRM developments to the BOECS and the possible advantages to be gained by
adopting the approaches espoused in the published research. It includes the development
of research questions and hypotheses together with a basis for investigating the human
resource conditions of businesses in Barbados and the Organization of Eastern
Caribbean States (BOECS). This is against a background of the experiences of those
mature economies referred to previously, which will lead to the presentation of the basis
for possible solutions to any problems uncovered.

Chapter 4 explains and describes the overall research objectives, considers issues
pertaining to the research design, the methods used to develop the research instrument,
the assumptions made and the procedures employed to collect and analyse the data for
assessing the impact of HRM practices in the BOECS region. It reflects on the validity
and reliability of the data presented and the conclusions reached. It elucidates the
various stages in the development of the measurement and structural portions of the
study, including the research model and issues pertaining to model specification,
analytical procedures and model evaluation. The chapter concludes by examining the
limitations of the study and the impact of these limitations on the findings reviewed in
chapter 5 as well as the recommendations and observations in chapter 6.
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Chapter 5 details the analysis and conclusions reached from the complete research
effort. It uses generally accepted measures to assess both qualitatively and quantitatively
the results of the survey instruments used in this exploratory review of the BOECS. The
overall analytical process included a comparison of the findings from each of the
aforementioned sources. It examined similarities, identified differences and attempted to
explain them. In this manner, the material covered provided a reasonable basis for the
recommendations in chapter 6, the next and final component of the thesis.

Chapter 6 summarizes the main findings of the research with consideration also given to
the theoretical and practical implications of the study. The chapter concludes by
providing a number of suggestions for improvements in HRM in the BOECS, as well as
recommendations for future research in this area.
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CHAPTER 2
LITERATURE REVIEW
2.1.

Summary of what is to be covered in the Chapter

2.1.1. Contemporary Human Resource Management
As mentioned in Chapter 1, this study examines the effect of contemporary Human
Resource Management practices (HRM) on firm performance from the perspective of
the tiny sub-region covered by the island nations of Barbados and the Organisation of
Eastern Caribbean States, (BOECS). It evaluates the findings obtained from empirical
research on the BOECS for comparison with the experiences of the more mature and
advanced economies of the G7/G8 countries. It does this by reference to the
contributions of academics, HRM practitioners and other analysts internationally, with a
focus on the topic of HRM as reflected through published literature, including material
in scholarly journals, relevant texts and other appropriate media. Accordingly, this
chapter undertakes that review of existing research on the HRM topic.

2.1.2. HRM Development
In the process of assessing the impact of modern human resource management measures
on firm performance today, this study considers it necessary first of all, to examine the
manner in which the HR profession has developed from the early 1900s, with the
advance of modern people management practices (Brewster et al, 2000; Legge, 1995).
After this assessment of the historical underpinnings, the study traces the topic through
its several metamorphoses to the present state, with particular emphasis on the 1980s
and 1990s and a further exploration of emerging trends for the year 2000 and beyond, as
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HRM continued during this phase to make a case for its influence at the strategic level
of the enterprise.

2.1.3. The Impact of Globalization
It is also of special significance that whereas the main focus of this thesis is on the
mature economies of Europe and North America, the study also pays special attention to
the effect of those Asian countries, especially Japan, that have spearheaded the fierce
competition and consumerism in evidence throughout business activities today.

Accordingly, the study encompasses the ongoing process of globalization that has given
a new impetus to worldwide economic development through the expansion of trade and
investment. It recognizes that globalization continues as a major, essentially irreversible
trend, consolidating across borders and promoting growing interdependence among
nations with the resultant benefits and correspondent risks. Thus the study takes into
consideration that in this context the gains achieved by increasing markets for
manufactures and producers in a globalized setting, may be offset by the spill over
effect of an economic crisis from one territory to another.

2.1.4. Major HRM issues
Following the initial examination of the way in which people workplace concerns have
evolved in general during the period under review, the study proceeds to critically
investigate the major issues that have surfaced in the relevant literature. This includes
special emphasis on some key aspects of the possible link between particular people
workplace practices and the performance of the organisations in which they work.
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Based on prior research, the purpose is,


Firstly, to establish the necessary conditions for articulating a reasoned view
about the credibility of the significant HRM practices and the firm performance
link from the perspective of the island nations of Barbados and the Organisation
of Eastern Caribbean States, (BOECS).



Secondly, to evaluate the likelihood that HR measures may exert a positive
influence on the performance of people in the workplace and even more
importantly on firm success from the point of view of the island nations of
Barbados and the Organisation of Eastern Caribbean States, (BOECS).



Thirdly, to consider any issues that may mediate or moderate the impact of the
HR measures referred to above.

In so doing, the review will determine the extent to which a distinctive case may be
made for any of the following viz,

1) specific aspects of HRM such as selection, evaluation, compensation,
training and development practices, etc., standing alone, (Warech and
Tracey, 2003; Way 2002).
2) best-fit models of HRM practices (Purcell, 1999; Walton, 1985) and or
3) particular combinations or bundles of practices. (Guest, Conway and
Dewe, 2004; MacDuffie, 1995).

Drawing upon the findings of the literature review the study then attempts to
identify:

1) which of the broad HRM approaches and specific practices, or groups of
practices, recommended by researchers, are actually used by companies
within the BOECS region;
2) whether there is clear evidence of a demonstrable link between these
approaches / practices and improved performance at work;
3) what are the advantages and/or disadvantages to the BOECS of adopting
particular approaches to people issues at work.
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2.2.

Overview of HRM Development

2.2.1. The Evolution of HRM
General acceptance and use of the term Human Resource Management (HRM)
represents a relatively new outlook emerging, in the 1980s. (Brewster, 1995; Guest,
1992; Kirkbride, 1992; Strauss, 1992; Legge, 1995; Tyson & York, 2000). Its current
pre-eminence may be attributed to the reality that managing the people in an
organisation has become increasingly significant. Michael Losey (1998: p. 41) identifies
this perspective when he states that, “The hermitage and growth of the human resource
management profession is closely linked to people‟s attitudes about work, the evolution
of employment-related laws and sociological trends.” HRM evolved from attempts to
establish a role for people who deal directly with special employee problems. However,
the emphasis on people at work and the approach to dealing with them has changed in
response to the shifting demands of the workplace.

Leading researchers such as Arthur, 1994; Brewster, 1995; Delery & Doty, 1996; Guest,
1992; Ichniowski, Shaw & Prennushi, 1997; Lawler, 1992; Legge, 1995; McDuffie,
1995; Pfeffer; 1994 & 1998; Tyson & York, 2000; Youndt, Snell, Dean, & Lepak, 1996,
have followed this theme on management of the human element of business enterprises
through several phases. Brewster, 1994; Cascio, 1991 and Legge, 1995 note that prior to
the turn of the twentieth century, the small number of employees in businesses did not
warrant a formalised people management function in the sense in which leading
scholars, researchers and practitioners consider it today. Since that period, organisations
have grown large and complex. Accordingly, HRM which is directly linked to people‟s
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attitudes about work, the evolution of employment related legislation and social trends,
has grown in significance in response to this expansion and complexity. More recently
however, HRM has been identified as having become even more critical to business
enterprises as the one area of management least likely to be imitated by competitors.
(Huselid, 1995; Jamrog & Overholt, 2004; Pfeffer, 1994; & 1998; Ulrich, 1997).

This study also acknowledges that historical, cultural, legal and other distinctions
impact on the practice of HRM in particular regions thereby differentiating the system
of HRM in relation to certain peculiarities of specific territories. For example, as will be
expanded below, HRM in the UK and Europe differs markedly from that in the USA,
and Japan where the term first originated. (Hartog and Verburg, 2004).

2.2.1.1. HRM in The United Kingdom (UK)
Although use of the term Human Resource Management (HRM) emerged in the USA
before being employed in the UK and Europe, an extensive review of the development
of the HRM process shows that it had its genesis in the UK. Its precursor in the UK was
the term „Personnel Management‟ (Brewster and Hegewisch, 1994; Legge, 1995). In
fact such an antecedent takes the researcher back to medieval times.

It was during the medieval era in the UK when skilled workers such as masons,
carpenters, leather workers and other craftsmen organised themselves into guilds for the
purpose of improving their working conditions, that the seeds of its development would
appear to have been sown. (Megginson, 1972).
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However, for the purposes of this study, Personnel Management and the HR profession
may be considered to have been a by-product of the industrial revolution which began in
the mid-18th century. (Cascio, 1992).

The Industrial Revolution was the major

technological, socioeconomic and cultural change in late 18th and early 19th century
that began in Britain and spread throughout the world. During that time, an economy
based on manual labour was replaced by one dominated by industry and the
manufacture of machinery. This radical change led to the establishment of factories
employing large numbers of people, an increase in job specialization and in
consequence, a major change in the manner in which people were handled in the
workplace. The new process introduced a „division of labour‟ which, in the United
States, gave rise to the scientific management movement, led by Frederick Taylor
(Cascio, 1995). Taylor sought to apply the techniques used by scientists in the
laboratory, to increase efficiency in the workplace. (French 1990). He also proposed to
match individuals to jobs with which they were physically and mentally suited as well
as providing them with specific job related training. It is in these later areas that he had
the greatest influence on the development of personnel management. Taylor‟s impact
and other aspects of the early attempts at establishing a people management function
that concentrated on workplace efficiency, led to the criticism that the emphasis was on
owners‟ rather than employee needs. (Cascio, 1995).

The softer side, or the people concern aspect of Personnel Management, had its origin in
the UK around the end of the 19th century. It stemmed from attempts to relieve the harsh
industrial conditions of factory workers. The poor employment conditions then existing,
served to unite the ideas of those who had concern for the welfare of the working class
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with the overall influence of trade unions and the labour movement, as well as the
campaigning of enlightened employers, often Quakers, for what was called 'industrial
betterment' (Barley & Kunda, 1992). It is along this track that researchers trace the
introduction of the personnel function which was the forerunner of HRM as scrutinized
so extensively today. (Legge 1995, Noon 1992, Tyson and York, 2000).

2.2.1.2. The Effect of The First and Second World Wars
The two World Wars significantly influenced change in the development of personnel
management. During these conflicts, firms found it necessary to recruit large numbers
of women to fill the vacancies left by men going to engage in warfare. This in turn had a
profound effect on traditional recruitment methods as well as the measurement of onthe- job performance and industrial output. Companies found it expedient to create
special jobs for the purpose of handling this new requirement for monitoring and
dealing with absence, recruitment, dismissal and queries over bonuses and so on.
Having observed the benefits from this approach, they later made further moves
between and after the wars, to incorporate the activity as part of the management
structure. (Cascio, 1992; Tyson & York, 2000).

During the period 1939-45 and immediately after, the unions also increased their
influence, which in turn created the need for management representatives to negotiate
with union leaders. Industrial relations therefore acted as a further boost for the
development of the personnel specialists and personnel management. This coupled with
the increasing need of companies to keep abreast of changing labour legislation related

35

to contracts of employment, training, and redundancy payments, laws on equal pay and
opportunities, employment protection and attempts to regulate trade union activity, gave
greater status to the personnel function in the UK (Torrington, Hall and Taylor, 2005,
p.12).

In addition to the above, personnel specialists in the UK were able to borrow new
techniques developed in the USA by American academics such as McGregor and
Herzberg for improving employee working relations. These included the expansion of
management training, theories from the social sciences about motivation and
organisational behaviour, selection testing, new management techniques for enhancing
performance and other innovations for improving employee relations. Thus, by the end
of the 1970s, personnel management was poised for the changing role which with added
sophistication and emphasis on the business strategy, commentators refer to as HRM.
(Cascio, 1992, Legge, 1995, Tyson & York, 2000).

2.2.1.3.

HRM in Europe

In looking at Europe, this study seeks to use the term to refer to those countries other
than the UK, which are part of the European Union (EU)7. As shown in the forgoing
section, the study has singled out the UK for special emphasis, because of the historical
significance associated with HRM in that country. (Brewster, 1995; Claus, 2003; Shim,
2001).
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HRM in Europe differs significantly from the USA and to a lesser extent the UK. In
referring to the distinction between Europe and North America, Brewster, (1995, p.3)
observed that:

European organisations operate with restricted autonomy: constrained
at the international (European Union) level and at the national level by
culture and legislation, at the organisational level by patterns of
ownership, and at the HRM level by trade union involvement and
consultative arrangements. There is a need, therefore, for a model of
HRM that goes beyond seeing these features as external constraints, and
integrates them into the concept of HRM.

Clarke & Pugh, (1999) and Shim (2001) support this view by pointing out that the
peculiarities which broadly shaped HRM in Europe included organisational
independence and autonomy, antipathy towards organised labour, governmental labour
legislation and regulation, as well as, formalised educational certification. Brewster and
Bournois, (1991), argue that areas of HRM such as recruitment and dismissal, hours of
work, health, safety and environmental issues appear far more likely to be prescribed in
the European setting than in the US environment. Furthermore the ownership structure
is also different, with greater government involvement as well as narrow ownership
control of major organisations in Europe when compared with the USA.

Consequently, there is greater governmental influence on business organisations in the
European Union. In addition, there are increased trade unions recognition rights,
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systems of work councils and actual worker representation on boards of directors. These
structures act in restricting the flexibility, freedom and autonomy of companies
operating in the European context by comparison with their counterparts in the USA. In
this way they succeed in establishing an individual and unique approach to HRM.
(Brewster, 1995; Guest, 1990; Pieper, 1990).

2.2.1.4. HRM in Asia with Emphasis on Japan
The distinctiveness of HRM in Asia derives from their cultural heritage. There is great
emphasis on strong family ties and self-sufficiency. (Naisbitt, 1997; Rohwer, 1995).
The approach resulted in a blend of hard business practices such as tight controls on
results, combined with placing importance on the input of the people in the
organisation. Asian firms influenced heavily by Japan, stressed continuous
improvement, buttressed by the provision of lifetime employment, company welfareism,
quality consciousness, senority-based wages and promotions, consensus management
and enterprise unionism. (Legge, 1995; Takeuchi, Wakabayashi & Chen, 2003).

The idea of continuous improvement and quality consciousness has swept the rest of the
world, in “the form of a manufacturing revolution that increased the real income of each
Japanese fourfold between 1960 and 1985 and shortly thereafter made Japan the richest
country in the world in dollar terms.” (Rohwer, 1995, p.28). This success in Asia had a
telling influence on business enterprises in Europe and North America. The strategies
which developed in reaction to the intense competition from Asia provided the
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competitive pressure for the ideas contained in various HRM models to flourish.
(Legge, 1995).

2.2.1.5. The Progress of HRM in the USA
HRM developed in the USA under significantly different conditions from those in the
UK and in Europe. It was influenced to a great extent by what Brewster, (1995) terms
„its adherence to an independent “frontiers” mentality.‟ Cascio (1995, pp.34-35) traces
the progress of what commentators today term HRM in the USA from nine interrelated
sources, viz.,

1) Rapid technological change,
2) The development of trade unions and free collective bargaining,
3) The scientific management movement,
4) Early Industrial Psychology,
5) Government personnel practices,
6) The emergence of personnel specialists,
7) The human relations movement,
8) The behavioural sciences and
9) Social legislation.

Cascio, (1995), defines in broad terms, four phases of HRM mainly in the USA. He
characterizes the first juncture as, the “file maintenance stage” which typified HRM
activities prior to and through the 1960s. The second phase he termed the “government
accountability stage”, where specialists were required who could deal with the
government legislation that began soon after the Civil Rights Act of 1964. The third
phase may be called the “organisational accountability stage”, when worldwide
competition required firms to initiate increased cost reductions. HR departments were
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required to be cost conscious in their hiring and in the deployment of staff. Cascio,
(1995) considers that today the USA has entered into the fourth phase, defined as the
“strategic partnership” stage. This involves bringing HR managers into the
developmental process of the business and formulating practices for dealing with people
in the workplace as a planned strategic activity.

2.2.1.6. The Progress of HRM in General:
Apart from cultural, historical, legal, philosophical and other related differences from
country to country in the developed world, there are overlaps and interchanges in the
various stages of HRM from period to period. However, the advance has been relatively
similar and comparable patterns have evolved. Accordingly, leading commentators (eg
Ahmad & Schroeder, 2003; Baird & Meshoulam ,1988; Brewster, 1995; Cascio, 1995;
Lawler 111, 2000, Legge, 1995; Redman & Wilkinson, 2001; Tyson & York, 2002, et
al) suggest that there are similarities both in rationale and concept.

It is also important to note that this study does not examine in any depth, working
arrangements before or immediately after the industrial revolution, although it notes, en
passant, the early influence of assembly line work and the introduction of low skilled
employees capable of performing repetitive tasks. (Jamrog & Overholt, 2004).

Generally speaking, the development of HRM in mature economies, has followed four
growth stages. These may be described as: 1) clerical, 2) administrative & legal; 3)
behavioural and more recently, 4) the strategic stage. (Cascio, 1992; French, 1996,
Legge, 1995, Milkovich, 1997).
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2.2.1.6.1. The Clerical Stage
The clerical stage, which developed towards the end of the 19 th century, involved record
keeping, arrangements for hiring and firing as well as general facilitation of line
manager requirements. Management thinking in this setting was structured towards
control and direction of the workforce, emphasising authority and autocracy. In such a
context the line managers found it more convenient to rely on others to deal with
administrative details. This period also embraced the Taylorist scientific concept of
management or what MacGregor (1960) termed, Theory X8. (French, 1990).

2.2.1.6.2. The Administrative and Legal Stage
The two World Wars9 caused a significant change in working conditions and altered
social patterns. These events enriched the clerical role, as employers sought to respond
to the entry by trade unions as employee representatives and the increased use of
collective bargaining. This was also a period of rapid economic growth, low
unemployment and relative economic prosperity. In addition, there was increasing
government legislation dealing with contracts of employment, training and redundancy
payments, laws on equal pay and opportunities, employment protection and attempts to
regulate trade union activity (Jamrog & Overholt, 2004). Traditional concepts of the
division of labour were increasingly coming under scrutiny as technology advanced.
(Brewster, 1995; Cascio, 1995; Guest, 1989; Jamrog & Oveholt, 2004; Tyson & York,
2000). Here again the line manager was not involved in the management of “people
issues”, which were devolved to the Personnel Specialists (Jamrog & Overholt, 2004).
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This stage also envisaged that people, no longer struggling for simple continued
existence, began the search for more than mere economic rewards in the workplace “and
so the drive for survival was being replaced by the need to achieve and to gain
recognition and personal advancement” (Lee & Stead, 1998: p. 299). Thus, the views
about employee wants and needs began to change. Personnel professionals gave more
credence to the works of Elton Mayo and the Hawthorne experiments. 10 Maslow‟s
hierarchy of needs and Herzberg‟s work dealing with the features required to be
addressed when the basic hygiene factors had been dealt with, also came into
prominence in conjunction with other similar studies at this time. (Lewis, 2001, p. 101).

2.2.1.6.3. The HRM Behavioural Stage
The next stage developed as a consequence of events in the 1980‟s; a time of economic
turbulence in global business. There was worldwide recession and global competition
led to a decline in union density in the USA as well as most other OECD countries
(Lesch, 2004). This drop in union density minimised the need for those specialists
whose main raison d‟etre was their expertise in negotiating with the unions. Personnel
Specialists were moving away from employee relations and repositioning to provide
more individualised service (Kruger, 2001).

East Asian countries led by Japan engineered a major shift in trade and industry that
rocked the economies of Europe and North America. The Japanese advised by Deming,
Juran, Ishikowa and others combined a number of key management practices such as
teamwork, quality circles, just in time product deliveries 11 and increased employee
involvement, all aimed at recognising the importance of quality and concentrated on
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meeting and exceeding the requirements of the consumer. They discovered how to link
superior quality with improved productivity (Deming, 1991). This approach
revolutionised the way in which management interacted with employees at all levels. It
boosted the earlier concept of job enrichment and empowerment of employees as
espoused by persons such as Hertzberg to a new dimension, while at the same time
addressing the hard-core business issues of quality at competitive prices. (Lewis, 2001;
p. 101).

The HRM function in the Western world was at this stage overly behavioural. It was not
tactically driven. The HR specialists missed this window of opportunity to make a
business contribution in response to the competition, especially from Asia. Armstrong,
(1989) in noting that the existing HR systems were processes that were not sufficiently
purposefully integrated, argued that,
Human resource management is not something which can be left to
specialists; it concerns everyone involved in managing the business.
Personnel directors who remain in their corner nursing their
knowledge of the behavioural sciences, industrial relations tactics
and personnel techniques, while other directors get on with running
the business, cannot make a fully effective contribution to achieving
the company‟s goals for growth, competitive gain and the
improvement of bottom line performance (Armstrong, 1989, p.53).

Lundy and Cowling, (1996) emphasize this aspect of personnel management in Europe
and North America. They highlight the need for personnel directors to understand the
business and its strategy and further to become partners in the formulation of that
strategy. In further support of such a concept, this study draws attention to similar
observations from the contributions of other authors (eg Drucker, 1968; Watson, 1977,
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Legge, 1978, Rowland and Summers, 1981, Fombrum et al., 1984; Purcell, 1985;
Rhodes, 1988 and Shuler, 1990).

2.2.1.6.4. The Strategic Human Resource Management Stage
Modern management of people in the workplace has advanced to the stage where its
proponents assert that HR professionals must work with line managers to provide an
organisational culture, policies and working practices etc that will release the latent
energy of employees. The objectives are as follows:


To be involved directly (up-front) in the business decisions of the enterprise.



To increase the sense of “ownership” of organisational objectives throughout the
work force.



To create an open, problem solving climate for the people in the organisation.



To supplement the authority associated with role and status with the authority of
knowledge and competence.




To locate decision making as close as possible to the information source, (where
the work is done).
To build trust among individuals & groups.



To maximise collaborative effort against outside competition.



To develop reward systems which recognise the achievements of the
organisation‟s goals and the growth needs of the people.



To increase self-control & self-direction of people within the organisation.

This view is supported by a range of researchers

(eg Cascio, 1995; Cooper &

Wilkinson, 1997; Douglas, Klein and Hunte, 1985; Ferris, 1995; Gilley and Maycunich,
1998; Goss, 1994; Lawler 111 & Mohrman, 2003; Maybey , Salaman & Storey, 1998
;Legge, 1995; Molander and Winterton, 1994; Lundy and Cowling, 1996).
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The strategic framework is the bedrock for the material produced by Pffefer, (1994; and
1998) and the ongoing research of Huselid (1995), Becker et al, (1995; 1997; 1998) and
the more conclusive results of the Wyatt HCI studies, (1999). It is also the approach
which generates the in depth work of Capelli and Nuemark, (1999) and the exhaustive
analyses and critical comments of Wood, (1998 &1999 and Wall &Wood, 2005).

2.2.2. The Components of Human Resource Management
Before examining HRM further, this research process considers it useful to identify a
definition of the topic HRM, for greater clarity. In this regard the study recognises the
pervasive nature of the subject matter, which almost certainly because of this very allencompassing characteristic, lacks a single widely accepted designation. This is the
general complaint of most commentators on the subject. (Guest, 1989; Legge, 1995;
Mabey, Salaman & Storey, 1998; Redman & Wilkinson, 2000).

Legge, (1995, pp.64-66) identifies “several quotations about what HRM is supposed to
be, drawn from both US and UK sources.” These include interpretations that focus on
the integration of HRM practices with management strategies and are termed in the
literature, the „hard model‟. Alternative references about the nature of HRM provide for
rationalizations which stress the importance of HRM practices from a different
perspective. This alternative version termed the „soft model‟ treats employees as
valuable assets and the means whereby an employer may establish a competitive
advantage as a result of the commitment and dedication of well-trained and highly
skilled staff.

45

However, in an extensive critique on the different concepts of HRM in various
countries, mainly in Europe and North America, Mayrhofer, Brewster and Morley,
(2000, pp. 5-14) have expressed reservations regarding the approach used generally by
American researchers. They argue that the American approach supports a largely
universalist paradigm where the emphasis is on “the aims and actions of management
within the organisation” (p.12), as opposed to “the issues which are vital to the
organisation” (p.14). Nevertheless, these authors admit that the American concept of
HRM is “widely used in many other countries” (p.5).

Mindful of the arguments advanced above and taking into consideration the combined
influence on the BOECS of the USA and Europe especially the UK, this exploratory
study adopts a definition which embraces both the „hard‟ and „soft‟ models of HRM. In
this definition, HRM has been described as, consisting of “all the policies, procedures
and activities within an organisation, which are related to the engagement, placement,
motivation, assessment and preparation of employees for effective contribution to
corporate objectives”, (Coke, 1995, pp 217-218).

More specifically, HRM has been considered in prior research to incorporate the
following items as the essential elements of the discipline. These are outlined below in
table 2.2.1.
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Table 2.2.1
Essential Elements of HRM
Staffing, Selectivity in
recruiting

Training and skill
development

High wages
Incentive pay, performance
related pay
Employee ownership, profit
sharing
Communications;
Information sharing
Participation and
empowerment
Employment security
Teamwork

Job redesign
Promotion from within
Cross-utilisation and cross
training
Wage compression
Symbolic egalitarianism
(comparative equality)
Long term perspective
Measurement of practices,
appraisals
Overarching philosophy
Job specification
Grievance procedures
Attitude assessment
Labour-management
participation; Disciplinary
procedures
Planning, Organisational
design
Welfare policies

Huselid, (1995); Lawler, (1992); McDuffie, (1995); Pfeffer;
1994 & 1998; Tyson & York, (2000); Ulrich, (1997); Youndt,
Snell, Dean, & Lepak, 1996); Ichniowski, C., Shaw, K., &
Prennushi, G. (1997).
Arthur, (1994); Delery & Doty, (1996); Huselid, (1995);
Lawler, (1992); McDuffie, (1995); Pfeffer; 1994 & 1998;
Tyson & York, (2000); Ulrich, (1997); Youndt, Snell, Dean, &
Lepak, 1996); Ichniowski, C., Shaw, K., & Prennushi, G.
(1997).
Pfeffer; 1994 & 1998; Youndt, Snell, Dean, & Lepak, 1996)
Huselid, (1995); Lawler, (1992); McDuffie, (1995); Pfeffer;
1994 & 1998; Ulrich, (1997); Youndt, Snell, Dean, & Lepak,
1996); Ichniowski, C., Shaw, K., & Prennushi, G. (1997).
Delery & Doty, (1996); Pfeffer; 1994 & 1998;
Huselid, (1995); Pfeffer; 1994 & 1998; Ulrich, (1997)
Arthur, (1994); Delery & Doty, (1996); Lawler, (1992);
McDuffie, (1995); Pfeffer; 1994 & 1998;
Delery & Doty, (1996); Pfeffer; 1994 & 1998; Ichniowski, C.,
Shaw, K., & Prennushi, G. (1997).
Huselid, (1995); Lawler, (1992); McDuffie, (1995); Pfeffer;
1994 & 1998; Ichniowski, C., Shaw, K., & Prennushi, G.
(1997).
Huselid, (1995); Lawler, (1992); McDuffie, (1995); Pfeffer;
1994 & 1998;
Delery & Doty, (1996); Huselid, (1995); Pfeffer; 1994 &
1998;
Pfeffer; 1994 & 1998;
Pfeffer; 1994 & 1998;
Pfeffer; 1994 & 1998;
Pfeffer; 1994 & 1998;
Delery & Doty, (1996); Huselid, (1995); Pfeffer; 1994 &
1998; Tyson & York, (2000); Ulrich, (1997); Youndt, Snell,
Dean, & Lepak, 1996)
Pfeffer; 1994 & 1998;
Delery & Doty, (1996)
Huselid, (1995);
Huselid, (1995)
Huselid, (1995); Tyson & York, (2000)

Tyson & York, (2000); Ulrich, (1997)
Tyson & York, (2000)
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2.2.3. The HRM Process
Taking prior research into consideration, this study posits that HRM involves issues
which, start from the very basic clerical functions such as record keeping, progressing
along the way to include hiring and firing, training, performance management,
compensation, etc. Finally, it extends to the esoteric and in the process embraces such
concepts as long-term employee development, employee commitment to the business
and succession planning. (Cascio, 1995). See table 2.2.2 immediately below which
diagrammatically demonstrates this process.

Table 2.2.2
The HRM process
Record Keeping

▼
Recruitment

◄

►

Dismissal

▼
Placement

▼
Training

▼
Compensation

◄

►

Rewards

►

Development

►

Commitment

▼
Motivation

◄
▼

Empowerment

◄
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2.3.

Models and Theories of HRM

2.3.1. HRM Models in General
Having considered the general background and parameters of the topic, this review
seeks to analyse models and theories of HRM in a more critical manner. In addressing
this feature the study observes that if the claims regarding the link between HRM and
firm performance are to be given credence, the evidence of that relationship should be
grounded on a solid theoretical foundation. Delery and Doty, (1996) support this view,
advocating that HRM indeed has that solid theoretical base. In demonstrating this in
concrete terms, they refer to three dominant modes of theorising, viz, 1) universalistic,
2) contingency and 3) configurational perspectives.

The universalistic approach

suggests that there are specific HR practices which generally work best in all cases. The
contingency adherents advocate that the effective application of HR policies is
dependent on their consistency with other organisational management measures.
Generally speaking, the configurational theorists seek to link specific HR practices that
seem to work best within the specific organisation with the business strategy. They refer
to the former as horizontal fit and the latter as vertical fit. The idea of configurational
theory is to link horizontal and vertical fit together.

Wall & Wood, (2005) express similar views on the theoretical foundation of the link
between HRM and firm performance. They mention several conceivable outcomes as
follows:
1) the „universal effect‟, or the impact on organisational performance when a
number of practices are used side by side in a firm.
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2) „internal fit‟, or the result of the interaction of certain practices taken in
conjunction with each other.
3) „organisational fit‟, or the effect of HRM practices taken in conjunction with
other organisational practices or technologies and vice versa.
4) „strategic fit‟, or the alignment of organisational practices with corporate
strategy.

In further support of their arguments, Delery and Doty, (1996) explain that in the
literature on HRM “seven key strategic human resource practices are identified and used
to develop theoretical arguments consistent with each perspective.” There are,
1. Internal career opportunities,
2. Formal training systems,
3. Appraisal measures,
4. Profit sharing,
5. Employment security.
6. Voice mechanisms and
7. Job definition.

Those who promote the universalistic or best practice model of HRM advance the view
that there exists, a generally accepted set of HRM practices, which when applied, in any
business, leads to superior firm performance. (Huselid, 1993, 1995; Osterman, 1994;
Pfeffer, 1994, 1998). In addition to this, there is a contention that using resource based
theory, HRM policies and practices are only effective if other contingent management
conditions are present and applied successfully. Among such conditions would be the
overall business strategy, the approach to marketing and product development,
technological innovation etc. (Butler, Ferris & Napier, 1991; Lengnick-Hall &
Lengnick-Hall, 1988; Schuler & Jackson 1987a; Wright 1998). The added intricacy
arises from the fact that there can be a possible overlapping between the universalistic
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and contingency approaches resulting in various combinations and permutations of
application of the several practices and the way in which they fit in with the business
strategy, thus leading to the third or configurational theory as espoused by Delery and
Doty (1996) and shared by (McDuffie, 1995; Miles & Snow, 1984; Wall & Wood,
2005; Youndt, Snell, Dean, Jr. & Lepak, (1996).

There is the further argument that certain HR practices are more synergistically blended
together than others. Consequently, it is advisable to seek the mix of practices that work
best for your particular organisation. (Baird and Meshoulam 1988). This is reinforced
by those who espouse the view that individual practices, such as appraisals, training or
teamwork, however desirable, used in isolation, have limited ability to generate
competitive advantage (Barney, 1995; Wall & Wood, 2005).

So, in essence one has to consider, firstly, the effect of individual practices standing
alone and the differences and effect between them; secondly, the outcome of certain
combinations or groups of practices taken together and thirdly, other systems within the
organisation that may be linked to either individual practice or combinations which
constitute the overall business strategy. (Youndt, Snell, Dean & Lepak, 1996).

This foregoing potentially powerful approach has led in recent times to a search for or
concentration on a specific combination of practices that tend to consistently lead to
high performance outcomes. The general idea is to develop systems that will enhance
the commitment of employees by developing their skills and give them a greater stake
in the success of the enterprise. These include “practices such as job flexibility,
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teamwork and minimum status differentials that are assumed to reverse past Taylorist
methods.” (Wood, 1999, p.368). They are termed High Performance Work Practices
(HPWP) (Huselid, 1995); High Performance Work Systems (HPWS), (Ramsay,
Scholarios & Harley, 2000; Wood, 1999).

Such advances have sparked a continuing debate among researchers as to whether
HPWP/HPWS represent the one best way of outperforming all other systems, (Huselid,
1993, 1995; Pfeffer, 1997), or whether they have to be tailored to suit the specific
conditions of the enterprise, (Lengnick-Hall & Lengnick-Hall, 1988).

The debate on „high-commitment, high involvement, high-performance management, is
part of the evolutionary process, to the more „enlightened‟ approach and views about
people‟s role in the organisation. In this context, people are seen as assets to be
developed rather than factors of production. (Becker, Huselid & Ulrich, 2001; Mabey,
Salaman & Storey, 1998; Pfeffer, 1994; 1998; Walton, 1985; Wright, McCormick &
Sherman, 1998; Lawler & Mohrman, 2003). Following on from the forgoing issues, this
study examines several models and theories of HRM in even greater depth.

2.3.2. Key Areas of HRM
That evaluation as exemplified by (Legge, 1995; Price, 2002; Tyson and York, 2002 et
al) is set in the context of several generally accepted models of HRM. They focus on
key areas of the topic, which are identified below:
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Planning

Providing for the future needs of organisation, taking into
consideration its overall business objectives and strategy.

Staffing

Determination of the numbers and quality of the people needed to
run the business

Development and Providing employees with the continuous training, knowledge and
skills needed to keep the business operating at the highest level
Evaluation

Motivation

Providing adequate rewards, both intrinsic and extrinsic to
encourage ongoing effort

Environment

Ensuring a healthy and safe environment

Managing
Relationships

Securing the necessary levels of employee involvement and
cooperation

Managing Change

Ensuring that the company and the people are equipped and adapt
to change and competitive pressure, new technologies, legal and
other statutory requirements as necessary.

Monitoring
Performance

Measuring the effect of the HRM activities

Price, (2002)

2.3.3. The Generally Accepted Models of HRM
Given the above-mentioned key areas of HRM, this section of the literature review
explores theoretical frameworks and models of HRM. These models address the issue of
applying the appropriate HR practices in order to optimise organisational capability and
ultimately organisational performance. They allude to the premise that the complexity
of HRM reflects the characteristically multi-faceted nature of man (Tyson, 2000). The
models covered address this question of effective human resource practices in different
ways, all aimed at establishing a theoretical grounding for assessing the link between
HR practices and organisational performance.
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2.3.3.1. The Universalistic or Best Practice Models
The Universalistic or Best Practice Models are advocated by a number of leading
researchers (e.g., Huselid, 1993; 1995; Osterman, 1994; Pfeffer, 1994: 1998). Its
proponents maintain that although there is „no one best way‟ to manage people, those
firms that are most successful in the new social and economic environment are
generally found to be applying a similar set of HR policies and practices. The major,
individual items typically mentioned in these 'best-practice' models are:


relatively well-developed internal labour market arrangements (in matters of
promotion, training and individual career development);



flexible work organisation systems;



performance-based and/or skill-based compensation practices;



high levels of teamwork and employee participation in task-related decisions;



extensive internal communication arrangements.

Reviews of these particular concepts and the organisations which practice them show
that very few of them have introduced all of these practices and even where they have
been adopted, the degree of success varies from organization to organization. It also
shows that those organizations which have typically come closest to this profile are
Japanese plants or greenfield site operations 12. Legge, (1989) offers a practical
explanation for this apparent inconsistency and identifies inherent contradictions in
HRM. One example of these is that employees‟ commitment to higher achievement in a
particular area may affect their approach to flexibility in another area.
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However, there are a number of US studies which demonstrate that specific HR
practices do appear to characterise companies that are especially effective in achieving
competitive advantage. One such study by Pfeffer, (1994) enumerates sixteen distinctive
management practices. These are detailed further on in this chapter.

2.3.3.2. The Contingency Models
The underlying concept of the contingency model of HRM is that organisational
effectiveness depends on the right „fit‟ between HRM practices and business strategy. It
is concerned with how patterns of multiple planned human resource activities can
achieve the organizations goals. As in the foregoing model, there are several proponents
of this framework. This is strongly associated with the Michigan Business School and
was outlined by Fombrun, Tichy and Devanna, (1984). The model gained credence
during the 1980s and 1990s and the approach emphasised the importance of developing
appropriate HRM systems that are consistent with broad organisational requirements
such as the improvement of product quality and improvements in productivity. It relies
on HRM practices which produce certain required behaviours in the organisation. It
concentrates on particular inter-connected functions that include,


Staffing and Recruitment,



Evaluation of Individual Performance,



Training and



Monetary rewards and benefits.

This system is effective when the firm is able to ensure consistency externally so that
HRM practices are linked to the organisational business needs. At the same time it must
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be internally coherent to achieve the correct blend of harmonization and congruence.
This dual configuration is deemed critical in shaping the organisational culture which in
turn facilitates the effective implementation of the organisational strategy and enables it
to outperform its rivals. (Lengnick-Hall and Lengnick-Hall, 1988; Wright and
McMahan, 1992; Legge, 1995).

In the overall development of this model of 'strategic fit', Schuler and Jackson (1987)
treat HRM as a menu of strategic choices to be made by HR executives. The idea is to
promote the most effective role behaviours that are consistent with the organisation
strategy and aligned with each other. The model highlights quality enhancement,
innovation and cost leadership or cost reduction. For each strategy, Schuler and
Jackson, (1987) developed a set of 'needed role behaviours' which vary across a number
of dimensions and then stipulated a set of human resource practices that are required to
bring about these behaviours. For example, an organisation that adopts an innovation
strategy needs to foster behaviours that,


are creative,



have a long-term focus,



have a relatively high level of co-operation and interdependence,



have a moderate concern for quality and quantity,



pay attention to both the process and the results,



have a high degree of risk taking and



have a high tolerance of ambiguity and unpredictability.
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In order to foster these sorts of behaviours, Price, (2002) argued that the organisation
needs,


job specifications that define close interaction and coordination among groups of
individuals,



performance appraisal systems that reward group-based achievements,



compensation systems that emphasise internal equity rather than market-based
pay; and



broad career paths to reinforce the development of a wider range of skills.

Miles and Snow's (1984a) provide another perspective of the linkage between business
strategy and HRM. Their model is based on organisational adaptation and deals with
alternative ways in which firms define their product-market strategy and the structures
and processes necessary to pursue these strategies. Miles and Snow (1984a) underscore
four basic types of organisational strategies which they term 'Defender', 'Prospector',
'Analyser' and 'Reactor'.

Each strategy has its own unique organisational features and supporting characteristics.
For example, Miles and Snow (1984b) suggest that the basic HRM strategy of
Defenders will be to 'build' human resources, as opposed to 'acquiring' or 'allocating'
them. This implies that a defender company would not concentrate on recruiting above
entry-level positions. Instead that organisation would place great emphasis on hiring the
„right‟ kinds of personnel in the first place and thereafter seek to provide extensive
training and development to fulfil the organisational requirements. Prospectors on the
other hand, would engage in sophisticated recruiting at all levels of the organisation,
limited training, and extensive psychological testing before hiring. The conclusion in
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this case is that according to Miles and Snow analysers should match their HRM
strategy to the nature of the product-market, and thus engage in 'make' or 'buy' HRM
approaches as appropriate to the different product-market area of influence.

The contingency-based models of HRM serve to highlight the importance of ensuring
that there is some sort of coherence and consistency across a range of human resource
policies and practices in order to speed up the implementation of any strategic change.
The drawback is their extreme dependency on developing the right organisational
culture. This tends to limit such an approach to those cultures or environments which
react positively to these types of stimuli. It is more inclined to accord with North
American business practices and is less likely to fit easily with the European situation.
Moreover, contingency models of human resource management are apt to cast HRM in
a reactive mode, seen as only serving the efficient implementation of a pre-conceived
and rational strategy. Such an approach restricts the full potential of HRM and ignores
the contribution that it can make to the overall formation of strategy. Legge, (1995)
considers the concept as too simplistic. She views the approach as tending to
underestimate the importance of incremental processes of strategy-making and strategychange as advanced by (Minzberg, 1978; Pascale and Athos, 1982). There is also a
problem with the choice of content areas for HRM. For example, the four policy areas
of selection, appraisal, rewards and development in Fombrun's (1984) model ignore
important areas such as the design and organisation of work and the role of industrial
relations. In addition, the whole idea of 'fit' seems inappropriate for a world in which
there are high levels of dynamic and unpredictable change. Strategic planning is in
reality a multi-stage and multi-level process. It is difficult to identify the point and level
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at which an assessment of fit is best made. Accordingly, Hendry and Pettigrew (1986)
conclude that: 'the contingency framework readily led to prescriptive theorising,
especially when linked to typologies of strategy, 'culture' itself tended to be treated as a
manipulable variable, and people tended to get excised from the equation' (p. 23).

2.3.3.3. The Multiple Stakeholder Model
Beer et al (1984) devised the Harvard model of HRM. It is probably the most influential
model developed and has had a major impact on academic debate on the subject. It has
had greater acceptance in Europe especially the U.K., than the contingency model.
(Hendry and Pettigrew, 1990; Poole, 1990).

The Harvard Map or Model, concentrates more on the softer issues of strategic
management, and given its roots in the human relations tradition, stresses the 'human'
aspect of human resource management. In defining HRM as involving all those
management decisions and actions that affected the nature of the relationship between
the organisation and the employee, the model postulates that historical problems of
personnel management can only be solved when operational managers develop a
philosophy or viewpoint about how they wish to see employees involved in and
developed by the organisation. Operational managers drive this central philosophy
generally, as opposed to personnel specialists since only those who direct the
operational processes can ensure that personnel management activities do not simply
become a set of uncoordinated actions, each guided by its own tradition.
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The Harvard interpretation of HRM sees employees as resources. Albeit, they are
viewed as being fundamentally different from other resources - they cannot be managed
in the same way as inanimate objects. The stress is on people as human resources. The
Harvard approach also recognizes an element of mutuality in all businesses, a concept
with parallels in Japanese people management. In this model, employees are significant
stakeholders in an organization. They have their own needs and concerns along with
other groups such as shareholders and customers.

The „Harvard Map‟ or model outlines four HR activity areas as follows:
1. Human resource flows – This includes recruitment, selection, placement,
promotion, appraisal and assessment, promotion, termination etc.
2. Reward Systems – Pay systems, motivation etc.
3. Employee Influence – delegated levels of authority, responsibility, power.
4. Work systems – definition/design of work and alignment of people.

The Harvard Map or model also marks out four HR policy areas. These procedures in
turn lead to the „four Cs‟ or HR guiding principles that have to be achieved. They are
Commitment, Congruence, Competence and Cost effectiveness:

The Harvard model thus incorporates all stake-holders viz, the Owners/Investors,
Managers, Other Employees, Suppliers, Customers, Social Groups, Governments,
Regulators and the Community at large.

The attraction of this model lies in both the breadth of content covered by these policy
areas and the emphasis it gives to developing broad patterns of activity. It goes beyond
the sole limits of the American experience as, for example, some attention is given to
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European models of co-determination (Boxall, 1991). It also builds on the matching
model of Fombrun et al. (1984) by describing a much broader range of content for
HRM policy co-ordinators.

The deficiencies in this model are that the specifications attached to the desired
outcomes make the model highly prescriptive. It incorrectly assumes that all
organizations wish to achieve the same or similar outcomes. However, the model allows
for analysis of these outcomes at both the organisational and societal level. It also
acknowledges a broad range of contextual influences on management's choice of HRM
activities. The employment relationship is seen as a blending of business and societal
expectations. Although business strategy has a major role to play, a number of other
factors such as socio-cultural considerations – including patterns of unionisation, labour
market regulations, workforce characteristics, and community values are included in the
mix. Unlike the 'contingency' models which point to a strong determination of HRM
action by the situation and the environment, the multiple stakeholders model insists that
operational managers are major actors, capable of making unique contributions and
altering the organisational and environmental parameters that influence HRM activities.

2.3.3.4. The Contextual Model
This approach adopted by Guest, (1987), looked at HRM in terms of its emergence in
response to changing conditions. It argues against the concept that HRM is a mere relabelling of the role of the personnel function. Guest contends that integrated HR
practices can lead to improved individual and organisational performance. He
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considered that HRM was distinctly different from old style personnel management
because:


It is more tightly or closely integrated into the organisation‟s business strategy.



It is not an add on.



It seeks to achieve behavioural commitment of employees, not just compliance.



It emphasises a unitary or common interest between employers and employees
in working towards organisational success rather than recognising differing
interests and conflicts.



It further emphasises individual contribution and effort and links these to
rewards, rather than managing people in standard ways as a group.

Guest, (1987) considers that business strategy is important because it has implications
for HR strategy practices with outcomes that lead to, high commitment, high quality
and flexibility.

The behavioural outcomes linked to these include effort and motivation. There are in
addition, performance as well as financial outcomes to be taken into consideration. A
significant difference between this model and the Warwick Model which follows, is the
difference in emphasis on how people feature within an organisation. Guest, (1987) sees
employees as integrated into the strategic plans of the organisation whereas, the
Warwick Model of Hendry and Pettygrew, (1990) while recognising the importance of
people, places them outside of the business (see immediately below).

2.3.3.5. The Warwick Model (Hendry and Pettigrew, 1990)
Researchers at the Centre for Corporate Strategy at Warwick Business School
developed an understanding of strategy making in complex organisations and related it
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to the ability to transform HRM practices. This approach is more analytical than the
Harvard Model. It highlights the importance of external stakeholder considerations. It
also takes into consideration the external business environment and suggests that the
company‟s HRM policy choices should embrace these wider factors. The Warwick
Model therefore incorporates external social, economic factors, technological, political
and legal factors as well as the competitive market environment in dealing with HR
Strategies.

Internally they looked at the organisational culture, internal structure, leadership,
technology, business outputs of products and services, business strategy, objectives,
markets etc. They also looked at the role and position of HR, organisation of the HR
function and outputs.

Further contributions to the Warwick definitions of HRM models include that of Storey,
(1987). He considered the differences between Personnel and HRM. He examined what
“pure” personnel and HRM looked like in order to highlight the divergence. These ideas
are based on looking at practices across several organisations and talking to the
managers. As a result certain essential features seemed to emerge as follows:


The nature of the organisation.



The employment relationship.



Managerial control.

Storey, (1987) has shown HRM as distinct from Personnel by identifying it as having,


A strategic focus.
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Emphasising the role of „line managers‟ in dealing with people as opposed to
HR specialists.



Emphasizing key levers or ways of influencing people.

This distinction differs from those who say that HRM is Personnel Management dressed
up in a new costume. He points out that integrated HR practices can lead to improved
individual and organisational performance.

2.3.4. The Resource Based View of HRM
The concept that employees are the central point in creating a competitive advantage is
grounded in the resource-based view of the firm as espoused by Barney, (1991). The
Resource Based View of the firm is founded on the idea that businesses may earn
sustainable extra-ordinary returns, if they have unique resources which help make them
resistant to outside challenges.

In this and other submissions on the topic, Barney posited that in the area of strategic
management, firms could obtain sustainable competitive advantages by utilising a
SWOT13 approach. This would be achieved by implementing strategies that exploit their
internal strengths, seizing opportunities to reduce internal weaknesses and neutralising
external threats. Barney noted that a sustained competitive advantage could occur only
in situations in which the physical, human and organisational capital varied across firms
and where some firms may be unable to obtain necessary resources from other firms. He
reasoned that if these conditions exists then a firm‟s resources can provide a sustained
competitive advantage if such resources
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1) add positive value to the firm,
2) are unique or rear among current or potential competitors,
3) are imperfectly imitable; and
4) cannot be substituted with another resource from competing firms.

Therefore, according to Barney, strategic success is contingent upon developing (as
opposed to buying) resources to meet these conditions. He stressed that not all HRM
practices or systems are critical for creating value or driving firm performance. Thus
some HRM functions may be a source of competitive advantage, while others may not.
Hence, in order to establish the strategic relevance of HRM, it is necessary to
distinguish those HRM practices which assist in the creation of economic value from
those that are simply neutral or in fact may do the opposite. This approach has been
followed by several other researchers in promoting the idea of people in the workplace
and their impact on corporate performance (Becker and Gerhart , 1995; Boxall, 1999;
Delery & Dotty, 1994; Guest, 1997; Huselid, 1995; Legge, 1995; Pfau & Kay, 2002).

2.3.5. The Overarching Argument on the Influence of HRM
Whatever the model stipulated, the overriding factor is the determination of the
effectiveness of HRM on firm performance generally and more specifically on the
financial results of the business entity. In this regard, this study explores further
developments in the link between HRM and firm performance as it takes a critical
glance at the Watson Wyatt‟s Human Capital Index.
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2.3.6. The Watson Wyatt Studies/ The Human Capital Index
Watson Wyatt is a global human resource consulting firm. The Watson Wyatt studies
referred to here, examined the direct impact of specific HRM practices on total return to
shareholders and market value. Over the period 1999 to 2000, Watson Wyatt surveyed
over 400 large firms based first in the USA and Canada and later in Europe by asking
senior executives in these firms specifics about their HRM practices and linked these
responses to financial performance and the changes in the value of their stock on the
market.

In more recent research including even larger firms in the USA, the Watson Wyatt
organisation was able to obtain information from firms that had responded to earlier
surveys. This allowed them to conduct longitudinal comparisons of a significant number
of companies at two points in time. In this manner they were able to assess whether
HRM practices were a leading or lagging indicator of increased shareholder value. Like
the Huselid, (1995) study, Watson Wyatt used Tobin‟s Q to measure an organisation‟s
ability to create value beyond its physical assets. In order to determine the relationship
between HRM practices and value creation, they conducted a series of multiple
regression analyses. These showed a clear relationship between what Watson Wyatt
termed human capital practices and shareholder value creation. This process they
referred to as the Human Capital Index (HCI). Additional criteria were that the firms
should have at least three years of shareholder financial returns. In their latest study they
were able to provide evidence of cross-lagged panel correlation analysis 14, which
revealed that there was a specific positive link between certain HRM practices and firm
performance. Indeed the study also showed that there were certain HR practices, such as
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enhancing communications, culture change, employees evaluating peers, employees
evaluating supervisors and employee access to training needed for career advancement
that impacted negatively on firm performance. The Watson Wyatt studies are nearer to
the more intensive long-term research effort recommended by Wall and Wood, (2005).

HR practitioners continue to wrestle with the need to assess in concrete terms the value
and contribution of people as key stakeholders in the business. However, they are aware
that there is no magic formula or mystical set of measures for assessing human capital
effectiveness.

Using the survey research information discussed above, Pfau & Kay, (2002) have
recently provided the most conclusive evidence so far in identifying 21 human capital
management practices as evidence of the link between the most relevant HR practices
and firm performance that contribute to creating shareholder value. These practices have
been divided into six factors as follows:
1. Total Rewards and Accountability;
2. Collegial, Flexible Workplace;
3. Recruiting and Retention Excellence;
4. Communications Integrity;
5. Focused HR Service Technologies; and
6. Prudent Use of Resources.

2.3.7. The Huselid Approach
One cross sectional study which is extensively recognized as coming closest to
establishing convincingly the case for a positive relationship between HRM (in the form
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of High Performance Work Practices) and firm performance, is Huselid, (1995). In his
seminal work, he employed the following methods:
1. Chose the population sample of almost 1000 USA firms from a nationally
established database.
2. Collected data on 13 HPWP by means of a questionnaire mailed to the senior
human resources professionals in each firm.
3. Pre-tested the survey items with a number of colleagues and human resource
professionals.
4. Conducted a pilot study using all survey materials.
5. To uncover the underlying factor structure associated with the 13 practices he
factor analysed each item‟s standard score, using principal component extraction
with varimax rotation15. (The questionnaire structure is reproduced as Appendix
2-1). This produced two factors viz., 1)Employee skills and organisational
structures and 2) Employee motivation.
6. Conducted scale validation to demonstrate the convergent validity of related
items. This included identifying two external measures of the degree to which
firms valued their employees by investing in them. First, the ratio of human
resources staff to total employees and secondly by assessing the importance
which top management placed on making public their belief in the worth of their
employees.
7. Conducted tests to assess the measurement of Internal and External Fit. This he
considered as most commonly measured in terms of a moderated relationship, or
interaction, between two variables.

Huselid‟s Independent Variables were therefore, the 13 elements of HPWP, taken as a
strategic HR system. For his dependent variables, Huselid chose,


Turnover, which was assessed within each firm by the simple questionnaire
item “What is your average annual rate of turnover?”



Productivity, which was addressed by applying the logarithm of sales per
employee and



Corporate Financial Performance, using both a market-based measure
(Tobin‟s q)16 and an accounting measure (gross rate of return on capital, or
GRATE).
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In developing the estimation models, Huselid sought to provide unbiased estimates of
the impact of HPWP on firm performance. Accordingly for each Dependent Variable,
he applied Control Variables. These control variables were selected based on a careful
review of the prior empirical work focusing on those variables likely to be related to
both the dependent variables and the use of HPWP. He then applied specific statistical
tests which identified means, standard deviations, correlation and regression analysis
as well as the Tobin’s q ratio of the input data. Huselid was able to demonstrate that a
one standard deviation increase in such practices was associated with a relative 7.05 %
decrease in turnover and an increase of (US$27,044 in sales, US$18,641 in market value
and US$3,814 in profits) per employee.

2.3.8. Analytical Views
However, while the efforts of Huselid have generally been lauded, his conclusions with
regard to the universalism theory when placed under the critical microscope of Wood,
(1999) have left some unanswered questions. In reference to Huselid‟s and other similar
findings, Cappelli and Neumark, (1999) raise yet another issue. While not questioning
the fact that HPWP can increase revenue, they seek to determine at what cost and
conclude that the additional revenue generated by the introduction of HPWP, is traded
off to the employees in higher direct remuneration and other employee costs with no net
gain to the firm.

Wood, (1999); Cappelli & Nuemark, (1999), provide an in-depth exposé of the more
well known studies and capture the essence of the essential elements of the short
comings of the work undertaken so far to make the case of HRM as having a direct
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positive relationship to firm performance. This aspect of the HRM/firm performance
issue is summarised by Wall and Wood (2005). They recommend a more robust
examination of the forms of high performance work practices which would be on a
decidedly greater expanded and extensive scale than those generally published and
which involve partnerships between research practitioners and government entities.

Wood‟s review stresses the complications associated with the variety of approaches
used so far by researchers in order to establish the HRM/performance link. He expresses
dissatisfaction with the results, though conceding that there is a strong likelihood of the
connection, but concludes that it has not been unequivocally proven.

Wood‟s argument is that in seeking to show that High Involvement Management (HIM)
can guarantee superior organisational performance, there “remain concerns that
contingency theory still rules, i.e., that the fit between the human resource system and
their context, and particularly the organisation‟s business strategy, is all important and
thus,

that

HIM

will

only

outperform

other

systems

in

[conducive]

circumstances.”(p.367)

Cappelli and Neumark, (1999) pursue a similar approach, outlining the additional issue
of the trade off between higher employee remuneration which erodes the additional
revenue generated from improved performance. However, at the end of their criticisms,
the worst that may be concluded is that HPWP could raise labour cost to the extent
where the productivity gains from their introduction are minimised if not eliminated
altogether. Thus Cappelli and Neumark, (1999) conclude that HPWP create a net benefit
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for at least one of the stakeholders, i.e., the employees, without unduly disadvantaging
(though not benefiting) the other interested parties. So the net effect is positive.

2.4.

The Expanding Horizons of People Management

2.4.1. Modern Concepts
Molander and Winterton, (1994, p. 14) summarise today‟s HRM as “a cooperative,
strategic and hard-headed activity staffed by managers committed to the financial
success of the organization.” They reinforce this with the observation that, “The role of
honest broker, adopted in the past by personnel managers anxious to see themselves as
poised between management and worker, interpreting the one to the other, has long
gone. So has the image of the personnel officer as the good fairy, primarily protecting
the interests of the non-managerial employee.” HR executives are trying to align HR
strategies with the business strategies and to demonstrate how HR impacts the bottom
line. It is therefore important to develop means of measuring the effect of HR practices.
Furthermore, the ability to communicate the value and contribution of people as key
stakeholders in the business is recognised as critical to understanding the true worth of
organisations. There is no specific measurement formula or set of measures of human
capital effectiveness that can be universally adopted and universally used. Organisations
are different, so practical solutions have to be tailored to the meet individual needs.
(Horton, 2005).

Further exploration of the literature, leads to recognition that attempts to enhance
performance must be linked to improving the skills as well as the buy-in of employees.
For example, the Total Quality Management (TQM) movement, with emphasis on
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employee empowerment, lean production, error reduction, just-in-time supplies and
other seminal concepts must go hand in hand with “the expansion of work force skills
and conceptual knowledge required for problem solving under this approach.” (Becker
and Huselid, 1998a; Hoyer & Hoyer, 2001); Lawler 111, 2003; MacDuffie, 1995;
Pfeffer, 1994; 1998; Ulrich, 1997).

While all of the approaches to HRM discussed have special significance, the
unassailable fact is however, that 1) the implementation of business strategy involves
people at different levels in the organisation; 2) Committed individuals, all other things
equal, are more effective than non-committed. It remains therefore inescapable that the
development of strategies for motivating people to commit themselves to the success of
the enterprise must have a greater potential for success than the reverse. (Mabey,
Salaman & Storey, 1998). The question posed and partially answered by Cappelli and
Neumark, (1999) turns upon an analysis of the costs versus the benefits of HPWP.
Cappelli and Neumark, (1999) conclude that the result is a gain to the employees even
though only a break even outcome for the organisation.

2.4.2.

Strategic Human Resource Management (SHRM) – Emphasis on Adding
Value

The examination of prior research leads this study to conclude that given current
challenges, the pre 1990‟s view of HRM is a limited one. Today‟s global competitive
arena demands a “new profit-oriented pragmatism”, where understanding and meeting
people requirements is an essential part of the function of every manager and where HR
specialists must concentrate on added value, leading or at least helping to transform the
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organisational culture into one that is results oriented and so finely tuned, that it can
anticipate and respond rapidly and positively to changing consumer demands (Molander
and Winterton, 1994).

The literature from the developed world shows that HRM has increased in scope and
complexity as society in general and business in particular has sought to cope with the
challenges of today‟s rapid changes. Remarkable innovations have taken place in
product market competition, workforce composition and indeed the approach to work
itself. It is acknowledged by several leading commentators and researchers, that HRM
must be incorporated into the business in such a manner that it can assist in the
requirement to control and master change (Lawler 111, 2000; Legge, 1995; Lundy and
Cowling 1995; Pfeffer, 1994, 1998; Ulrich, 1997).

Becker, Huselid & Ulrich, (2001) indicate most convincingly, that in their approach to
people management, leading successful businesses have moved away from the myth of
the human resource specialist as someone who has a unique capacity to understand
people and thus can act as the broker between management and the employees. The
inculcating of HRM within the overall strategy of the firm involves the consciousness
and vision to recognise the need for this measure at the level of the CEO and senior
management and then consciously and deliberately cascading down the entire process
so that it permeates the whole organisation. (Fig. 2.3.4, below demonstrates this idea).

Cascading of HRM process. Reproduced by kind permission of ICOM.
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This theme inculcating HRM within the overall business strategy is repeated ad
infinitum by other contributors to the HRM firm performance topic (Ahmad &
Schroeder, 2003; Batt & Keefe, 2002; Bjorkman & Fan, 2002; Boxall, 2003; Lawler
&Mohrman, 2003; Pfau & Kay, 2002; Strachan & Frenette, 2003 et al).

Today‟s “knowledge worker” is seeking a richer, more satisfying and participative
workplace environment, while customers are demanding increasingly higher quality
products and services (Ulrich, 1997; Voelpel, Dous and Davenport, 2005). The
challenge therefore, is to combine these two seemingly competing elements in a manner
that will enhance and effectively sustain business performance. A business entity must
continuously strive for the organisational capability that will allow it to maximize its
“capacity for change in an era of escalating global competition and rapidly evolving
customer requirements.” in achieving speed of response, flexibility in structure in each
part of its value chain activities (Riesenberger, 1998 p.97).

Lengnick-Hall, Cynthia and Mark (1990, p.11), placed the issue in proper perspective in
stating that, “organizations will consider their employees „as important resources‟ to be
invested in prudently, to be used productively, and from whom a return can be expected
– a return that should be monitored as carefully as the return on any other business
investment.”
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2.4.3. The Role of the HR Practitioner

There has been a gap created as a result of the rapidly changing requirements of modern
society. That discrepancy involves discovering the means whereby employees may
make the most meaningful contribution of which they are capable, to the organisation.
Accordingly, human resource practitioners, if they wish to achieve representation at the
highest level of management, more precisely on the board of directors, must provide the
expertise and requisite knowledge, to fully engage the hearts and minds as well as the
special talents of the people for the benefit of the organisation. To achieve this, they
need first to understand the technical dimensions of their specific areas of interest in
order to equip them to be effective in their roles in the organisation. This includes
partnering the line managers in the strategic execution of their work (Bones, 2005;
Joyce, 2005; Lawler 111, 2000; Rogers, 2001;Ulrich, 1997 et al).

It also involves developing new ways to organise work in order to avoid bottlenecks, to
deliver administrative efficiency and ensure that quality is maintained or improved
while costs are reduced. It means internalising the concept of added value, wherein the
people in the organisation must come to be regarded as an investment in the future,
rather than merely a cost of doing business. (Mabey, Salaman and Storey, 1998;
Redman and Wilkinson, 2001; Rudman, 1993; Walton, 1985).
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2.4.4. Best Practice

The prevailing debate in HRM literature revolves around the linking of corporate HRM
polices and practices, including „best‟ practices, with above average positive financial
performance. This has produced a plethora of published research which seeks to
establish a result that unequivocally supports this view. As the debate grows in intensity
with proponents and opponents of the idea, the evidence is growing in volume and
intensity. However, while intuition and anecdotal information suggesting a positive
correlation between HRM and the firm‟s bottom line, is overwhelming, few studies go
beyond this in providing insights that assist in identifying specific HR policies and
practices which produce positive effects to the bottom line. Among the more concrete
results are the Human Capital Index studies of consultant, Watson Wyatt (Pfau &Kay,
2002), and studies by Jac Fritz-enz of the Saratoga Institute (Fitz-enz, 2001). However,
there is as yet no fully incontrovertible evidence of the connection that specifies one
specific combination of HR practices which would work in all cases. Each organisation
must find its own blend of HR practices (Wall & Wood, 2005).

2.4.5. The All Encompasing nature of HRM
The difficulty in establishing the link between HRM and firm performance, stems to a
large degree from the all-encompassing nature of HRM. Because of its interaction with
other areas of management, it is hard to isolate specific areas for testing. Researchers
such as (Walker, 1980 and Fombrun, 1984, Delaney & Huselid, 1996) have sought to
identify particular practices such as recruitment, training and development. This
approach has sparked the debate between universal and contingency theories referred to

77

earlier in the chapter. The problem is that while there are certain core practices that
seem to be applied on a general basis, the mix of these with other practices varies from
organization to organization. (Hiltrop, 1996). Other aspects of this discourse involve the
balanced scorecard idea applied to human resource management functions. (Becker,
Huselid and Ulrich, 2001). This approach seeks to take into consideration various
stakeholder interests, including management, shareholders, the unions, employee groups
and the general community. (Beer, et al., 1984; Boxall, 1991; Hendry and Pettigrew
1990; Poole, 1990).

The idea of competitive advantage stands out as part of the HRM-Firm performance
debate. It has been espoused by several commentators. (Pfeffer, 1994 and 1998; Becker
and Huselid, 1998, Huselid, 1995). The case is made that because of the mature level of
technology and other related components of products or services, the one area in which
a firm can create a lasting and un-inimitably distinct advantage is in the uniqueness of
its workforce. This is expected to lead to sustained profitability. Pfeffer, (1994, chap 2),
identifies 16 effective HRM practices which he has found to be present in varying
degrees in most successful companies. The 16 practices are:
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Pfeffer’s 16 Human Resource Practices
1. Employment
Security
2. Selectivity
Recruiting

5. Employee
Ownership
in 6. Information
Sharing

3. High Wages

7. Participation and
Empowerment

4. Incentive Pay

8. Teams and Job
Redesign

9. Training and
Skill
Development
10. Cross-Utilisation
and Cross
Training
11. Symbolic
Egalitarianism
(Comparative
Equality)
12. Wage
Compression

13. Promotion from
within
14. Long-Term
Perspective
15. Measurement of
Practices

16. Overarching
Philosophy

Pfeffer, 1994

All of these contributions suggesting that the relationship between HRM and firm
performance does indeed exist are at the theoretical level. However, as researchers delve
more deeply into the topic they are beginning to peel off more layers of the onion, with
the prospect of getting to the kernel of the matter.

2.4.6. The Impact of Trade Unions on the New HRM Practices
Given the significance of unions in the workplace any study involving workplace
practices must necessarily consider the impact of unions at some stage. However,
despite the wide-ranging research on High Performance Work Practices, the new
approach to managing people at work and firm performance, there does not appear to be
a significant attempt to examine the impact of unions on these new innovative
management features. Bryson, Forth and Kirby, (2005) point to the “extensive analysis
that has already been conducted in Britain on the economic impact of trade unions,
together with the less extensive body of work on the impact of „bundles‟ of HIM
practices, in order to investigate the relationship between work organisation, trade union
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representation and workplace performance” (p.452).

They find that whereas high

involvement work practices have a positive impact on labour productivity, that positive
impact seems more restricted to unionised workplaces.

A number of researchers have inferred that the new approach to HRM may be a subtle
attempt to undermine trade unions. Goddard and Delaney, (2000) have argued that the
new HRM has tended to crowd out unions and collective bargaining as the vehicle for
improvements in the working relationship. They point to the declining union influence
especially in the United States and in the United Kingdom. They explore the pros and
cons of the new approach to the management of people in the workplace as it impacts
positively or negatively on trade unions. These researchers suggest that there may be a
great degree of incompatibility between the emphasis on new models of people
management and union representation of the employees in the workplace. In fact,
Ramsay, Scholarios and Harley, (2000) examine the possibility that high performance
work systems may create greater strain on employees in the process of improving
organisational performance. However, the finding of Bryson, Forth and Kirby, (2005)
are of special interest in negating the forgoing inferences. Machin and Wood, (2005) in
examining the issue of HRM and union decline find that the innovations associated with
the new HRM have no negative impact on unionisation of the workforce. In fact in
some cases, they discover the reverse to be true. Singh and Cowell, (2004) support this
latter view in a study of the impact of unions on HIWS in Jamaica. They found that the
presence of unions was neutral with regard to the existence and effect of HRM
innovations. Prowse and Prowse, (2006) also support the idea that there does not appear
to be any significant difference between union and non-union workers with regard to

80

HPWP. Their contribution although dealing with the Public Service would nevertheless
further emphasise the contention that one should expect employees to behave in a
similar manner to workplace innovations, regardless of their union connections. The
varying views expressed on the influence of trade unions and the new HRM practices
give rise to the consideration that unions may exert a moderating influence, either
positive or negative on these High Involvement Management Systems.

2.4.7. Conclusion
Given the extensive information provided on recent developments in HRM, this study
endorses the view that it is important to stress the contribution of people in the
workplace. However, it is much more difficult to provide concrete evidence to support
the positive impact of their involvement.

Research in recent years has produced a steadily mounting body of work moving ever
closer to the breakthrough that there are specific positive links between HRM practices
and firm performance. The research work of noted academics such as Guest, Huselid,
Lawler 111; Legge; Pfeffer; Purcell, Ulrich, et al, demonstrate that organisations can
derive significant gains from selected people management practices. However, there is
no clearly incontestable determinant or right combination of HR measures or best
practices that may be used to ensure effective people workplace performance. What
seems to be the ideal for one organisation is not necessarily transferable to another.
Additionally, the combinations that have worked in the past may not be appropriate for
the future. For example, Fitz-enz, (1997, p.98) sees „Best Practices‟ as norms and
defines them as, “an enduring commitment to a set of basic beliefs, traits, and operating
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stratagems. These are the constant context of the organization: the driving forces that
distinguish it from all others.” This seems to be the most practical approach to take
based on current knowledge.

Taking all of the evidence on “bundles” or combinations into consideration, this review
finds that the Huselid, (1995) approach is the one which it would be most practical to
seek to replicate in examining the effect of people management practices in the BOECS.
This is because there are several aspects of the Huselid, (1995) study that may be
appropriate in research on businesses in the BOECS, such as the questions on HR
practices addressed to HR managers and the analytical process used to assess the results.
This study also recognises that given the limitations of published financial information
in the BOECS, the Huselid approach would need to be modified in a manner which
would produce credible results, but which may lack the sophistication of Huselid‟s
work.

2.5.

The Theory and Research Specific to HRM in Small Island States

2.5.1. Paucity of Literature on the Region
Much of the literature on the region involved in this study is by way of United Nations
documents prepared for special development conferences. A few researchers at the
University of the West Indies as well as others in regional organisations such as the
Caribbean Development Bank and the Caricom Secretariat, have also delivered papers
on various topics and have mentioned the need for Human Resource Management to be
improved. In addition there are a number of texts which deal specifically with the HRM
topic (Lalta & Freckleton, 1993, Cowell and Boxwill, 1995). More recently, Cowell,
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(2000) has completed a study on the use and effect of workplace innovations in
Jamaica. In Barbados there is the newly formed Human Resource Management
Association of Barbados (HRMAB). In addition there are spin-offs from the total
quality movement (TQM). However there has been no concerted effort to address the
problem of Human Resource Management and Human Resource Development as an
area of key practices that deliver high performance. Compared to published work in the
OECD countries, the BOECS region is undesirably lacking in scholarly research in the
area of HRM. Nevertheless, there are sufficient essays written and special papers to
enable a researcher to make some judgements about conditions in the region. This study
follows the approach used by researchers in the mature economies of Europe and North
America.

2.5.2. Gaps in the Literature – How Small Developing Countries are excluded
The problem with the literature available on HRM practices on these small island states
is that Human Resources Management as a subject, is not covered specifically in any
significant depth. It is generally included as part of other topics, such as economics,
sociology and psychology. For example, there is no specific research on aspects of
performance and the special factors in this region which would inhibit on-the-job
performance; there is no study on absenteeism, on punctuality, employee appraisals, job
evaluation, compensation and such topics which form the bedrock of personnel
management and must be key to any attempt to introduce Strategic Human Resource
Management.
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Studies of HR practices developed in Europe and North America even when examining
firms with international linkages, provide little evidence on Caribbean HR development.
Such studies concentrate more significantly on events in Latin America, with the
Caribbean region being merely mentioned as a postscript, if at all. Examples of this may
be seen in the works of (Sparrow, Brewster & Harris, 2004; Brewster & Tyson, 1991;
Briscoe & Schuller, 2004).

In the absence of literature and studies on the topic, researchers would be left to
speculate. This research is an attempt to assist in addressing the deficiency and in
encouraging greater attention to the effective management of people in this area of the
world.

2.6.

Summary

This chapter has traced the development of HRM in the developed world, concentrating
on the USA and Europe, with special emphasis on the UK and Asia, with particular
attention on Japan. It has attempted an examination of people management issues in the
workplace with the main focus being the development of HRM beginning around the
decade of the 1980s and progressing on to current times. What the study has sought
from the literature is a determination of the likely impact of specially designed people
management practices on firm performance, in order to agree on what lessons may be
learnt and conclusions drawn. The idea is to seek to use the experience gained from the
developed world, for the benefit of the BOECS region.
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The literature on Human Resource Management from developed countries provides
overwhelming conviction that for optimum business success, the management of people
in any organisation, must be given paramount importance and be included as an integral
part of the overall business strategy of the enterprise. However, the reasons, though
intuitively obvious, are difficult to prove empirically.

Pfeffer, (1994) captures the essence of the ideas conveyed by most modern contributors
to this topic when he alludes to the shifting sands of competitive advantage, noting that
because of the reduction in the competitive effect of other sources of business success,
this is the time for HRM. Initially, people management was ignored altogether. In fact,
in many cases, people were exploited, but unlike inanimate resources, people reacted
negatively to exploitation. This has been to the long-term detriment of the enterprises
that neglected people concerns.

As the realisation dawned that there must be a concerted approach to improving people
management, this task was viewed as an activity for specialists. During this process it
has also been shown that people will respond industriously and creatively, when
properly motivated. The fact is that modern society is experiencing rapid and
fundamental technological and other changes. The world has become a consumer driven
society, where people are demanding and receiving quality goods and services as
manufacturers, producers and service providers vie with each other to increase their
market share. In this rapid frenzy of competition, people in the workplace make the
difference between success and failure. Therefore, they must be properly trained,
guided, nurtured and motivated in the mutual interest of themselves and the enterprises
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in which they are employed. To do this successfully, requires a determined effort to
integrate people management into the overall business strategy. This is the purpose of
modern Human Resource Management. It is no longer the task of specialists, but an
integral aspect of the job of everyone who has to direct and guide the performance of
people at work.

Huselid‟s (1995) study and the Wyatt‟s studies (1996, 2001) provide tangible evidence,
previously lacking, regarding the direct link between high performance work practices
and the financial performance of businesses. Pfeffer & Veiga (1999, p.39) make the
case that “high performance management practices [which result from a strategic
integration of HRM with the other operational aspects of the business], work not
because of some mystical process, but because the set of practices are grounded in
sound social science principles that have been shown to be effective by a great deal of
evidence.”

Based on prior studies of organisations that adapt their business strategy to include
high-performance work practices, it does appear that there is a growing body of research
suggesting that the appropriate application of innovative HRM practices does improve
the performance of a business enterprise. However, there does not appear to be an
exclusive set of HRM practices which one may apply universally in order to realise such
improvement. Rather, the major contribution that HRM can make is to awaken in each
enterprise the need to examine its processes; identify and develop a specific
organisational culture and craft a strategy (Mintzberg, 1987) that includes people
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management issues as an integral part of that process and which will respond to the
identified requirements.

The next chapter will develop this information by identifying in specific terms the
concerns which this study is seeking to address. It will examine the rationale for the
study and establish a theoretical framework in which to ground the research. In this
manner it will introduce the basis for possible solutions to any problems which may be
uncovered.
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CHAPTER 3
RATIONALE FOR THE STUDY AND THEORETICAL FRAMEWORK

3.1.

Rationale For The Study

3.1.1. Introduction
This chapter examines the rationale for the study and establishes a theoretical
framework on which to ground the results of the research. In this manner it extends the
findings from the review of relevant published prior research on the topic of Human
Resources Management (HRM). The process includes:


defining a problem statement,



an examinination of the issues raised in the previous chapter,



the development of research questions and hypotheses together with a basis for
investigating the human resource conditions of businesses in Barbados and the
Organization of Eastern Caribbean States (BOECS).

This is against a background of the experiences of those mature OECD economies
referred to previously, which will lead to the presentation of the groundwork for
possible solutions to any problems that may be uncovered.

3.1.2. Statement of the Problem
There are critical gaps between Human Resource Management (HRM) as practiced by
successful firms in the mature economies of the world and HRM commonly employed
by businesses in the BOECS. Unless this deficiency is remedied, the BOECS region
will be unable to benefit from the competitive advantages that astute people
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management provides, and will thus risk failure when confronted with the rising tide of
global competition present in modern business.

The gaps referred to above span the full spectrum of that body of knowledge covered in
scholarly journals and texts, which deals extensively with special HRM measures aimed
at maximising the potential of the people in an organisation. These practices consist of
theoretical and methodological advancements referred to in the literature variously as
High Performance Work Practices (HPWP); High Performance Work Systems (HPWS);
High Impact Work Practices (HIWP); Strategic Human Resource Management (SHRM)
and High Commitment Management (HCM), among others (Appelbaum et al., 2000;
Huselid, 1995; Lawler et al, 2001; Pfeffer, 1994). In dealing with these HRM
innovations, this paper uses the term, Effective People Performance Strategies (EPPS).

This study examines specific HRM practices drawn from the literature that represent
state of the art in HRM. It does so for comparison with HRM practices in the BOECS.
In this manner the study is able to identify the possible knowledge gap and practice
disparity between the former and the latter, in an effort to use the material resulting
from that process, to develop recommendations for improvement in businesses in the
BOECS. The specific HRM practices are set out in table 3-1 below.
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Table 3-1
Effective People Performance Strategies (EPPS)


People management as part of the operating strategy of the organisation,
including organisational design linked to the organisational strategy.



Formal job design and analysis.



Rigorous selection and hiring practices.



Extensive and continuous training,
coupled with:
o

formal attitude assessment surveys and corrective action to settle issues
of concern,

o

employee empowerment, i.e., pushing the decision making process to
the level where the job knowledge resides and implementation actually
takes place.

o

to be undertaken in conjunction with encouragement of team work to
add synergy to the workplace,

o

job rotation to facilitate on-the-job learning of multiple tasks and skills
and

o

off- line problem-solving or quality circle groups that involve
employees in continuous improvement activities.



Continuous performance evaluation, including peer evaluation.



Compensation linked to work processes and organisational performance
including access to company incentive plans, profit-sharing plans and/or gainsharing plans.



All-embracing communication, including, extensive sharing of financial and
performance information throughout the organisation.



Reduced status and distinction barriers.



Relative employment security,
including:
o

promotion from within the organisation,

o

well communicated transparent promotion criteria and
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Effective People Performance Strategies (EPPS)
o

formal grievance procedures.

(Huselid, 1995; Lawler et al, 2001; Pfeffer, 1994, 1998).
3.1.3. Evidence of the Problem
Several commentators on Caribbean Economic Development have made the point that
this region has got to make a special effort to effectively manage its human resources
(Charles, 1990; Cowell & Boxill, 1995; Lalta & Freckleton, 1993; Marshall, 1998).
They note by way of comparison the success of Singapore, Hong Kong and the
experiences of Malta. These are countries similarly small in size and which have a
historical perspective akin to that of the BOECS. Yet they have significantly
outperformed the BOECS in every economic sector by paying attention to maximising
the potential of their people (Carter, 1997; Crick, 2001; Payne & Sutton, 2001). The
general view may be summed up in the statement that for the foreseeable future,
“human resource development and sound economic management are perhaps the most
critical variables in the [region‟s] development process” (Lalta & Freckleton, (1993,
p.7).

It is particularly interesting to note that this regional HRM deficiency is specially
pronounced in the major economic sector of tourism, which is the main plank of
economic development in every country covered by this study. For example, hotel
guests frequently complain about the comparatively poor customer service by hotel
employees responding to their requests for assistance and information (Carter, 1997). In
addition, output per individual is inadequate by comparison with a country like Cuba,
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from which this region is likely to face rigorous competition in the very near future
(Girvan, 1997).

3.1.4. Solutions to the Problem are Crucial
The reasons for these deficiencies are many and varied. They include among others,
lack of strategic management planning, lack of management focus, inadequate training
of staff, lack of employee identification with the success of the industry and vestiges of
the past social and economic disenfranchisement which stifle today‟s attempts to
distinguish servitude from service (Cowell & Boxill, 1995; Lalta & Freckleton, 1993).
However, there are possibilities for significant improvements if employees can be
encouraged to embrace greater self-direction and to link their personal achievements to
the success of the firms with which they are employed. This would assist in efforts to
make them more committed to initiatives that are essential to success in this most
critical lifeline of Caribbean economic viability. (Cowell & Boxwill,1995; Lalta &
Freckleton, 1993).

On the whole, given a world that is increasingly customer driven (Walker, 1992), the
tourism industry in this region has failed to provide the motivational impetus necessary
for employees to respond to customer requirements in a timely and efficient manner
(Lalta & Freckleton, 1993). Generally speaking, all major economic sectors share in this
deficiency. The reality is that Caribbean business must make a determined and sustained
effort to create a necessary sense of urgency among employees, so that they will
recognise the need to continuously improve the quality and response time of the service
which customers expect and demand. If these deficiencies are not resolved, Caribbean
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enterprises will not be able to compete in the global upheavals currently shaking the
world at its very foundations (Payne & Sutton, 2001).

3.1.5. The Special Significance of HRM in the BOECS
Very little has been written about HRM in the Caribbean and even less about HRM in
the microscopic states of BOECS. It is usually assumed that „mainstream organisational
theory, which emerged out of the experience of Western industrialised countries‟ would
adequately reflect the requirements of most of the world in general. The conclusion is
therefore drawn that what obtains for small regions globally will be true also for the
Caribbean region (Boxill, 1995: p.55). This is not necessarily the case.17 However, a
study of innovative workplace practices conducted for the island of Jamaica did indicate
certain similarities with respect to the impact of HPWS there, when compared to allied
novel HRM practices in developed countries (Cowell, 2000). That study supported the
link between various combined forms of workplace innovations and firm performance.
Furthermore, in similar fashion to the results which are generally found in the research
conducted in more developed countries, there was less corroboration in the Jamaican
study for a positive association between individual or stand alone innovative practices
and firm performance. An example of these individual innovative work practices
include inter alia, those identified in table 3-2 immediately below.
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Table 3-2
Individual Innovative Work Practices









Work teams,
Problem-solving groups,
Suggestions made and implemented,
Job rotations,
Rigorous recruitment and hiring practices,
Compensation linked to performance,
Elimination of status barriers,
Extensive emphasis on training.

MacDuffie (1995).

It should also be noted that Jamaica is one land mass and has a population of over 2.7
million. Comparatively, the islands that constitute the BOECS have fewer than one
million inhabitants between them and they are fragmented, because of the obvious
physical separation from each other by large expanses of water.

Table 3-3 below shows a comparator of the United Kingdom (U.K.), Jamaica and the
BOECS. This gives a more illustrative gauge of the BOECS region in the context of the
global scheme of business.
Table 3-3
Comparative Statistics at July, 2006 (est.)
Geographic
Area

Land Area
in Sq km

United
Kingdom
BOECS

244,820

Jamaica

10,831

BOECS

3,442

3,442

Population
(000’s)
60,609
1.4% of UK

855

1.4% of UK

2,758
31.77% of
Jamaica

(Source: The World Fact Book).
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855

31% of
Jamaica

As shown in the table above, the nine territories of the BOECS together represent only
about one point four percent (1.4%) of the U.K., and thirty percent (30%) of Jamaica,
both in terms of land area and population. Yet the countries constituting the BOECS are
all independent states with their own parliament and governmental structures and have
their own separate and distinct culture (Ramsaram, 2002, 106).

In ethnic make up, they are in the main populated by former African slaves. That
historical experience has had a debilitating effect on the psyche of the people who are
still suffering psychologically from its influence, the extent of which it is difficult to
measure (Crick, 2001). It has been posited that the vestiges of slavery may impede
attempts to realize some of the key principles embodied in HPWP such as employee
empowerment (Lindo, 1995, pp. 48-54).

Hofstede (1994, p.5) defined culture as “the collective programming of the mind which
distinguishes the members of one human group from another.” This study notes that
Hofstede‟s work on national culture did not include the Caribbean. However, it did
include Africa.

Thus, it may be instructive in explaining the possible cultural

tendencies that might exist in the BOECS, in terms of African anthropology 18.
However, there is a limiting factor in making this link. That feature brings into focus the
caveat that whereas the peoples of Africa are often described in terms of their ethnic
background or their languages, Africa consists of several thousand ethnic groups,
ranging in physical stature from the short Pygmies to the tall Maasai, each with its own
cultural traditions (Lebeau & Gordon, 2004).
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One of the areas which Hofstede examined and in which he found societies to differ was
that of the social equality between their members. He introduced the term „power
distance‟19 as one of four dimensions along which managers and employees appeared to
vary. It is instructive to consider that among the regions for which Hofstede found large
power distance values were the African countries, from which persons were brought and
enslaved in the Caribbean.

Slavery20 by definition denies individuals their personal rights. It does not foster
empowerment nor does it engender commitment. In fact slavery may be considered the
very antithesis of modern approaches to people management. Thus we may reason that
the inherent large power distance which Hofstede found in African countries coupled
with the residue of slavery itself, may well encumber attempts to introduce these new
management notions such as self direction and empowerment in the BOECS.

This study posits that, the Caribbean region does indeed have peculiarities, which are
sufficiently important as to aid or impede its progress. For example, the Caribbean has
been described as a matriarchal society21, where common law unions have traditionally
been more prevalent than in Europe or North America. This domestic reality may have
to be considered in establishing working time schedules, day care facilities etc., for
single parents. Another challenging factor would be the effect of the poor socialisation
practices existing in this setting and which may impact negatively on individuals in the
workplace (Lalta & Freckleton, 1993).
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In addition to the foregoing, there is the effect of small population size. This has
advantages as well as disadvantages. On the positive side, people in small communities
such as exist in the BOECS region tend to be somewhat closely knit. In these limited
environments, there is little room for migration and so family, leisure, religion and other
social activities are more likely to be interwoven than in a large metropolis. Thus, they
form a potential setting for the development of social capital or relationships based on
reciprocal trust that people or institutions use to get access to resources such as jobs,
government contracts, or services (Schneider 2006, pp 357-362).

In regions such as the BOECS people tend to know more about their workplace
colleagues, because they would have grown up together, attended the same schools and
shared similar experiences. Furthermore, in this type of milieu there are likely to be
close relatives at different levels in an organisation, which provides special advantages
and disadvantages. Possible advantages include the likelihood that relatives and friends
may work more naturally in teams. At the same time, the familiarity which accompanies
a natural intimacy with workmates could undermine attempts at discipline, or to effect
changes such as staff cuts in a timely manner (Morrison, 2004).

Another important aspect of developments in this region is the influence of labour
unions. The main political parties have evolved out of and/or have strong ties to labour
unions. (Boland, 2001). In many cases individuals who were previously union leaders
have moved on to be influential members of the governing political party or one of the
principal political parties in the country.
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The factors mentioned above are significant aspects of Caribbean life. They help to
shape the psyche of Caribbean people and their culture. This study therefore highlights
the need to consider these noteworthy characteristics and their likely impact in this
effort to evaluate the effectiveness of people performance practices in the BOECS. At
the same time, this study also recognises the difficulty in measuring the impact of these
cultural differences, given the limitations and exploratory nature of the research.
Therefore, this aspect of the possible peculiarities of the BOECS region is advanced for
further research.

In any event, given the absence of natural resources and other material advantages of
larger countries, the main strength of the region under study has to be in the attitudes
and efforts of its people. The writer advances the view that it is possible through
observation and an examination of what obtains in more mature economies, to identify
meaningful solutions to the HRM problems that exist in Barbados and the OECS. It is
also possible that in the process one may discover a means of assisting other small states
elsewhere in the world.

3.1.6. Advancing HRM as a Means of Improving Firm Performance
In addition, to the above, consideration must be given to the fact that,
Despite the growing academic and practitioner interest in strategic
HRM, what we can say with confidence about the HRM-firm
performance relationship is actually quite limited. Theoretically,
there is a strong foundation for the expectation that superior human
capital strategies will be reflected in valued-firm level outcomes.
Empirically, however, we have only begun to 'peel back the onion' to
gain an understanding of the processes through which HPWS add
value, as well as to provide significant econometric evidence of the
magnitude of such an effect. (Becker and Huselid, 1998: 91-92)
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Becker and Huselid are operating in a large mature environment where measurable
information is readily available. This study concentrates on a relatively small area,
lacking sophistication in terms of researchable material. It may nevertheless, be able to
help peel if not another layer, at least a strip of a layer from the onion and thus advance
the process in determining not only that HRM provides a source of value creation, but
also offers a glimpse at how such value creation may be accomplished.

3.2.

Theoretical Framework of the Study

3.2.1. The New Approach to HRM
The new approach to HRM is based on the idea that,
1) people can „make the difference‟ to the success or failure of the enterprise,
because in the final analysis it is human capability and commitment which
distinguishes successful organisations from the rest,
2) managing people is a matter of truly strategic importance, thus implying that it is
an activity which must be owned by all managers and
3) HRM must therefore play a significant role in formulating the overall business
strategy.
(Mabey, Salaman & Storey, 1998, p .1).

Accordingly, this study is set within the context of the growing importance of human
resource management (HRM), as a means of adding value to the enterprise. It embraces
the concept of HRM as essential to the overall corporate strategy. It seeks to move away
from the outmoded concept of people management as purely an administrative activity,
where coaching, mentoring, training, disciplinary issues and other people concerns are
ignored by line managers and left to Human Resource (HR) specialists. Instead, it
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focuses on the idea that well selected and motivated employees and comprehensive
people management systems, can provide the business with a competitive advantage
(Walker, 1992), in a world where national and other protective barriers are being
dismantled.

The study recognises the benefits to be gained from harnessing the full potential of
employees as a substantial resource, which, with proper organisation, can provide a
return on investment matching other inputs of the business. This theme is expounded by
modern contributors to HRM thought ( eg. Ferris, 1995; Gilley & Maycunich, 1998;
Goss, 1994; Legge, 1995; Lundy & Cowling, 1996; Lengnick-Hall & Lengnick-Hall,
1990; Molander & Winterton, 1994; Pfeffer, 1994 & 1998; Wall & Wood, 2005 and
Ulrich, 1997). The study therefore concentrates on what organisations have to do in the
field of HRM to ensure that they achieve strategic advantage.

3.2.2. Theoretical Framework Model and Methodology
As indicated earlier, this paper adopts the ideas and methods associated with highinvolvement work practice systems based on reviews of the relevant literature, but
especially influenced by the seminal work of Huselid (1995). However, this study has
also borrowed useful ideas from the work of Pfeffer (1994, 1998) and the more recent
work of Pfau and Kay (2002) in reference to the Human Capital Index (Watson Wyatt
World-wide, 2001).

At the same time this goal of testing the concepts linking EPPS to firm performance in
the BOECS recognizes that there are a number of limiting conditions which inhibit its
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complete adherence to certain aspects of the methodology associated with the prior
research noted above. Chapter 4 sets out the full process followed in detail, while this
section summarises the substance of the theoretical framework immediately below. It
was adapted to reflect the following considerations:

3.2.2.1. Huselid (1995) - The Independent Variable
As in the Huselid paper, “the level of analysis used to estimate the firm-level impact of
HRM practices is the system and the perspective is strategic rather than functional.”
(Huselid, 1995; p. 636). Therefore, in operationalising the independent variable EPPS,
this study incorporates all 13 of the items listed by Huselid (1995). However, it also
includes elements of the 16 practices enumerated by Pfeffer (1994) which are
adaptations of the work of Arthur (1992, 1994), the prescriptions of Lawler (1992) and
Levine (1995). Taking all these factors into consideration, this study proposes 19
elements as constituting the general system of HPWP/EPPS. These are detailed in
section 3.2.3 below.

3.2.2.2. Huselid (1995) - Research Model
In his research model, Huselid (1995) sought to determine not only that innovative
HRM practices had a positive influence on a firm‟s financial results, but further to
ascertain just how this was achieved. He therefore used employee turnover and
employee productivity as intervening variables. Thus, he was able to show that
improvements in these two employee outcomes ultimately translated into corresponding
improvements in financial business performance.
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This research seeks to accomplish the same objective of identifying a positive link
between HRM practices and firm performance. However, it does not use employee
turnover as an intervening variable. In the first place, the pilot study for the BOECS
region indicated that few companies maintained reliable statistics on employee turnover.
They did not consider it of special significance. That view is reinforced by examining
the incidence of employee turnover resulting from the survey of employers conducted as
part of this study. A cross tabulation between the number of employees in each firm
(Question 3, Section A) and those who had voluntary left their company‟s employ
(Question 13, Section A) during the three year period covered by the survey shows
employee turnover to be relatively inconsequential Appendix 6, Item 3-1. More
importantly, published statistics show that unemployment rates for the BOECS region
are significantly higher than in the USA the country in which the Huselid study was
conducted.

Table 3-4 below shows comparative population sizes in thousands and unemployment
rates for the BOECS by comparison with the USA and the UK.

102

Table 3-4
COMPARATIVE POPULATION & UNEMPLOYMENT RATES BOECS
WITH UK AND USA
Unemployment

Country
Anguilla
Antigua & Barbuda
Barbados
Dominica
Grenada
Montserrat
St. Kitts & Nevis
St. Lucia
St. Vincent & the
Grenadines
Total BOECS
United Kingdom
United States

Population
July 2006 est.
(000's)

%

Latest year
available
(2002)
(2001)
(2003)
(2000)
(2000)
(1998)
(1997)
(2003)

Population%
Below the
Poverty line

13
69
280
69
90
9
39
168

8
11
10.7
23
12.5
6
4.5
20

23
Not available
Not available
30
32
Not available
Not available
Not available

118
855
60,609
298,444

15

(2001) Not available

4.7
5.1

(2005)
(2005)

17
12

(Source: The World Fact Book).

As table 3-4 above shows, the unemployment rate in almost all of the BOECS countries
is at least double that of the USA and UK. This high unemployment rate in the BOECS
limits job opportunities and constricts employees to jobs under less than desirable
conditions, simply because it is difficult to find more amenable alternative employment.
At the same time this makes the question of employee productivity all the more
relevant, since individuals are likely to demonstrate job dissatisfaction by means of
reduced effort while not voluntarily exiting the firm (Hom & Kinicki, 2001).

Huselid (1995) used a market-based measure of (Tobin‟s q)22 and an accounting
measure (gross rate of return on capital or GRATE), to calculate corporate financial
performance. This Study recognizes that in the BOECS region a researcher is unlikely
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to be able to gain satisfactory access to sufficient financial data to replicate the method
adopted by Huselid. Therefore, there is no attempt in this study to measure corporate
financial performance but rather to simply determine by questionnaire the views of the
survey respondents whether financial performance had changed positively or negatively
during a specific period. The study recognizes the inherent imperfection in this latter
method, including common method variance, given that the same respondent is being
asked to comment on both the dependent and independent variables simultaneously
(Dotty & Glick, 1998).

Furthermore, unlike Huselid (1995), this primary research is exploratory and does not
examine the area of contingency theory regarding internal or external fit. Rather it seeks
to understand how Human Resource Management functions in the BOECS by inquiring
about,
1) The relevance of HRM to business entities in the BOECS.
2) The extent to which businesses in the BOECS have introduced or plan to
introduce effective people management measures.
3) Whether there is a correlation between the presence of effective people
management practices and business performance in the region.

3.2.3. Unionisation
This study also monitors the possible impact of trade unions on the introduction of
modern HRM practices among organizations generally and the BOECS in particular.
Parenthetically, the study observes that in general, there is little empirical information
on the impact of trade union representation on HPWP and workplace performance.
Paradoxically, most of what has been written reflects in relative terms, the impact of
HPWP on trade unions, with the suspicion being hinted that innovative HRM practices
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or HPWP/HIWP/HIM may be a subtle means of undermining labour unions (Delaney,
1996).

However, as mentioned in Chapter 2, trade unions are an integral part of the political
and social life of the Caribbean region in general and the BOECS in particular (Nurse,
1992). Therefore, given the historical record of unions in the region and the degree of
unionisation this study seeks to examine the impact of unions in relation to EPPS in the
BOECS.

3.2.4. The EPPS Model
The model described below is intended to assess the impact of innovative HRM
practices (EPPS) on employee functioning and firm performance in a manner somewhat
similar to that of Huselid, (1995). Yet in doing so, it takes into consideration the
absence of independent financial data and the limitations which this imposes on
interpreting the findings. Also in this model unlike the Huselid example, employee
turnover is not used as an intervening variable (see below).

Given the above factors the model depicted below is an illustration of the theoretical
framework designed to show the relationships among the variables essential to the
issues involved. It provides the setting for empirically testing specific organizational
performance hypotheses flowing from a strategic human resource management
perspective. It is “a conceptual model of how one theorizes the relationship among
several factors that have been identified as important to the problem.” (Sekaran, 1984:
Chap 3, p.72).
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It is intended to detail or operationalise in chapter 4 the various elements of the
identified independent variable (Effective People Performance Strategies, (EPPS), the
moderating variable (Unionisation, (UN), the intervening variable, (Enhanced
Willingness/Ability to Work, (EW/AW) and the dependent variable(s) (Improved
Employee Outcomes, (IEO) and, (Enhanced Business Performance, (EBP) as shown in
Figure 3.1 below.

In this case the study has adapted the Hackman and Oldam‟s (1976) model of job
enrichment using (Enhanced Willingness/Ability to Work (EW/AW) as an intervening
psychological variable. The rationale is that the new work practices generate a (posited)
psychological state of greater willingness to work, which in turn leads to improved HR
outcomes, which lead to enhanced business performance. Unionization, the Moderating
variable (MV) influences the strength of the mediating variable because people vary in
the degree to which they possess the Moderating Variable. Thus, this study posits that
the greater the commitment to unionisation the lower the willingness to be influenced
by the new work practices!

In other words, increases/decreases in willingness to

improve performance are dependent upon whether an employee scores highly or not on
this measure of Unionisation. As demonstrated in Chapter 5, the degree of Unionization
has a negative influence on the impact of EPPS.
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Figure 3.1.
Theoretical Framework Model

Improved Personal,Work
and Company Outcomes
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This study posits that the strategic approach to the management of people, leads an
enlightened management team to put into practice “an internally coherent, externally
aligned, and effectively implemented HRM system” (Becker, Huselid, Pickus & Spratt,
1997, p.1), that is focused on solving operational problems and implementing the firm‟s
competitive strategy. Further that such a system will be the basis for the acquisition,
motivation and development of the underlying intellectual assets that can be a source of
competitive advantage and that will create what Becker and Huselid (1998) term
“inimitablity”.
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Thus the application of Effective People Performance Strategies (EPPS), (including
making people concerns central to the strategic business planning, rigorous recruitment
and selection procedures, employee incentives based upon performance, and extensive
training programs focused on the needs of the business), leads to Improved Employee
Performance (IEP) (Becker, Huselid, Pickhus, & Spratt, 1997, Pfeffer, 1994, 1998) and,
ultimately to Enhanced Business Outcomes.

The rationale for this is that the introduction of EPPS involves a heavy investment in
human capital that is intended to enhance employee skills, knowledge, enthusiasm, and
flexibility along with the opportunity to provide valuable input into workplace decisions
(Van Buren, & Werner, 1996). Companies expect this empowerment to enable
employees to adapt quickly and readily to rapidly changing product and labour market
conditions, and to improve operational efficiency. (Becker & Huselid, 1998; Cappelli &
Neumark, 1999). This process also involves a greater sharing of information, searching
for mutual interests during wage negotiations and other such measures which help to
lessen the adversarial nature of industrial relations. It therefore embraces the creation of
more cooperative labour-management relations in those organisations in which a
substantial portion of the employees are unionised.

However, the rise of the innovative HRM practices and the decline of organised labour
in the developed world have occurred concurrently (Lesch, 2004). This has raised the
concern of some researchers that the increasing incidence of the former may be
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associated with the diminishing influence of the latter. They imply that labour unions
may view the new HRM measures with consternation (Goddard & Delaney, 2000). Yet,
some studies that have attempted to link the introduction of HPWP, trade union
representation and firm performance, have found that unionised workplaces seem to
outperform non-unionised workplaces when HPWP are present (Singh & Cowell, 2004;
Bryson, Forth and Kirby, 2005).

As has been mentioned in Chapter 2, labour unions have played a significant role in
Caribbean development (Nurse, 1992). They continue to exert a substantial influence on
life at all levels in the BOECS. This study takes these points into consideration in
testing whether the presence of labour unions would have a moderating influence on
employee output and firm performance, given the introduction of EPPS. The Study
posits that the influence of labour unions on EPPS in the BOEC would be negative.

All else being equal the variable improved employee outcomes (IEO), is in turn
expected to have a positive effect on the dependent variable, Enhanced Business
Performance (EBP), by increasing employee output and quality of product in excess of
the additional costs associated with the IEO measures (Huselid, 1995).

3.3.

Research Questions

The foregoing literature review and discussion, Chapter 2, provide the rationale and
theoretical framework for the proposed study into the effects of Effective Performance
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Management Strategies upon employee performance and the business outcomes of
companies within the BOECS.

The study aims to examine a number of broad but key research questions which emerge
from the conceptual model of the mechanisms by which EPMS/EPPS? might impact
upon employee performance and business outcomes.

The questions:


What is the relationship, if any, between the application of EPPS (as
previously defined) and Improved Employee Outcomes in the business
organizations in the BOECS?



What is the relationship, if any, between the application of EPPS (as
previously defined) and Enhanced Business Performance in the business
organizations in the BOECS ?



How is the effect of innovative HRM practices of BOECS businesses on
Employee Outcomes, influenced by the presence of labour unions in these
organisations? What is the impact of EPPS in firms that are highly unionised
vs. those that are not?



Is there any significant difference in the prevalence of Human Resource
Management practices in any major business segments in the BOECS, E.g.
General Trading/Distribution, Manufacturing and Processing, Tourism,
Financial Services, Utilities, Other?



To what extent is the awareness of the ideas of HPWP/EPPS linked to their
actual application in firms in the BOECS?

3.4.

Justification of the Research Questions

3.4.1. Key People Management Practices and their Implementation
The above research questions seek to fulfil the aims of this study by establishing the key
people management practices adopted by companies within the BOECS, the ways in
which they are implemented and their effects. As an exploratory study it also recognises
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that in the emerging states of the BOECS, where the combined population is under one
million people, it is highly unlikely that there would be a large body of literature
available on human resource management, or even specific aspects of this topic, which
addresses local conditions. Accordingly, the study used the experiences of organisations
in larger and mature states as points of reference in order to address any observed
deficiencies in this tiny region.

3.4.2. Applicability
When drawing upon the experiences of organisations from other countries in
implementing EPPS it is important to satisfactorily demonstrate the practical
applicability of these strategic people management practices for use within the BOECS.
Therefore, it is necessary to clearly identify the various elements that constitute these
key people management strategies in order to determine whether there may be
peculiarities that might possibly inhibit their transferability. For example, if in the
„mature‟ states companies invest considerable sums of money in staff training and
development and in providing employees with costly equipment in order to improve
performance this might prove a limiting condition within the BOECS where many
smaller organisations would not be able to afford such expenditure.

3.5.

Hypotheses

3.5.1. Rationale for the Hypotheses
Huselid, (1995, p. 636) based his study on the premise that “human resource policies
can, if properly configured, provide a direct and economically significant contribution
to firm performance.” His “dependent variables included both intermediate employment
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outcomes and firm-level measures of financial performance.” The intermediate
employment outcomes were employee turnover and productivity.

This study, while drawing on Huselid‟s approach did not attempt to measure turnover.
This is because in the BOECS region, there is comparatively high unemployment and
limited job opportunities (Carter, 1997). In view of that, employee turnover is relatively
low and therefore is not as critical to business success as in the more developed and
mature economies of the OECD countries.

This study included in the data collection instrument a question which sought to assess
the intermediate outcome of employee loyalty or commitment to the organisation as an
alternative to turnover. In addition, employee productivity was also assessed though not
in the manner utilised by Huselid, viz., the logarithm of sales per employee. Instead the
research instrument employed, asked the respondent to state the degree to which
employee productivity had increased or decreased over a defined three-year period. This
study recognises the limitation of this qualitative response when compared to the
approach by Huselid, (1995) who used a questionnaire to test inferences.

While it may be argued that the process which this study employed is anecdotal and
based on opinion rather than on fact, it may also be contended that sales, a generally
recognised and more specific measure of firm level performance, may be influenced by
several factors other than employee productivity, such as technological advances in the
product offered to the consumer, etc. Albeit, recognising the limitations posed by the
imprecise methods available, this research nevertheless seeks to express the information
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obtained in a manner which will accord with acceptable practice in similar
circumstances. Hence, the answers to a number of the research questions which do not
lend themselves to quantitative analysis have been addressed qualitatively in the
appropriate section dealing with the findings. However, those research questions which
allow for quantitative analysis are facilitated by the introduction of the following
hypotheses:

3.5.2. Articulation of the Hypotheses
Hypothesis 1: The strategic application of HR practices in firms in the BOECS will
be positively related to Improved Employee Outcomes as assessed by Increased
Employee Commitment in these organisations.
Hypothesis 2: The strategic application of HR practices in firms in the BOECS will
be positively related to Improved Employee Outcomes as assessed by Increased
Employee Productivity in these organisations.
Hypothesis 3: The strategic application of HR practices in firms in the BOECS will
be positively related to their enhanced performance, as assessed by long run
profitability.
Hypothesis 4: The strategic application of HR practices in firms in the BOECS will
be positively related to their enhanced performance, as assessed by growth in
revenues.
Hypothesis 5: The strategic application of HR practices in firms in the BOECS will
be positively related to their enhanced performance, as assessed by improved financial
strength.
Hypothesis 6: The strategic application of HR practices in firms in the BOECS will
be positively related to their enhanced performance, as assessed by improved public
image and goodwill.
Hypothesis 7: The strategic application of HR practices in firms in the BOECS will
be positively related to their enhanced performance, as assessed by improved products
or service quality.
Hypothesis 8: Employee Outcomes, as assessed by Increased Employee Commitment,
will mediate the effect of the strategic application of HR practices in firms in the
BOECS with regard to their impact upon business performance.
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Hypothesis 9: Employee Outcomes, as assessed by Increased Employee Productivity,
will mediate the effect of the strategic application of HR practices in firms in the
BOECS with regard to their impact upon business performance.
Hypothesis 10: The presence of labour unions in business organisations in the
BOECS moderates the impact of Employee Outcomes by reducing their efficacy.
Hypothesis 11: The presence of labour unions in business organisations in the
BOECS is a significant indicator of the prevalence of innovative HRM practices.
Hypothesis 12: The type of business in which an enterprise in the BOECS is engaged
has no noticeable impact on its adoption and application of modern HRM methods.
Hypothesis 13: The awareness of Strategic Human Resource Management practices
by firms in the BOECS is positively linked to the application of these measures in
those firms.

3.6.

Limitations, Delimitations of Scope and Key Assumptions

3.6.1. Limitations –
Because of the small size of the region, the possibility of cultural peculiarities and the
relatively small sample size, it will be difficult in many cases to clearly identify
significantly meaningful relationships based on purely quantitative analysis of the
research data. In such circumstances the study places reliance on the qualitative
information and descriptive material that flows there from.
In an effort to improve the response to the survey, the writer conducted structured
interviews directly with 43 of the larger firms in the BOECS. The structured interviews,
because they were face-to-face encounters, provided the opportunity for a much more
in-depth assessment of many issues and the distinctiveness of Caribbean business
entities.

In addition, it should also be recognised that given the possibility of cultural
peculiarities and the relatively small sample size, it may be difficult, though not
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impossible, to extend the findings of this study to other companies outside the region.
Furthermore, as a cross sectional rather than a longitudinal study, one is restricted in
testing for trends that may develop over time.

3.6.2. Delimitations –
With regard to constraints which the writer has imposed on the Study, it is recognised
that „organisations are more likely to have a formalised approach to HRM if they
employ over 200 employees‟. (Mabey, Salaman & Storey, 1998, p.10). However, this
would have been extremely limiting in such a small region. Accordingly, this study was
extended to include companies with 50 or more employees, as more typical of a
significant business enterprise in the BOECS region.

3.6.3. Summary –
The foregoing area under discussion has concentrated on the rationale for the study and
sought to establish the results of the research on an acceptable theoretical foundation.
Thus this chapter utilized the material provided from the review of relevant published
prior research covered in chapter 2 to lay the basis for delving into the human resource
circumstances of businesses in Barbados and the Organization of Eastern Caribbean
States (BOECS). This approach was intended to lead to the possibility of problem
identification as well as suggestions for problem solutions.

The next Chapter picks up the theme developed here, explains and describes the overall
research design, the methods used to develop the research instrument, the assumptions
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made and the procedures employed to collect and analyse the data for assessing the
impact of HRM practices in the BOECS region.
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CHAPTER 4
RESEARCH METHODOLOGY

4.1.

Introduction

4.1.1. Research Focus
This chapter operationalises the ideas emerging from the previous chapter into specific
actions to be incorporated into the overall study. It sets out to determine from credible
sources of research literature on HRM practices, what individual, groups or bundles of
practices used in conjunction with particular business strategies are linked to sustained
successful firm performance in the mature economies of these “first world” countries. It
then adopts these practices as the basis for the investigation of HRM in the area on
which the study is focused, viz., Barbados and the Organisation of Eastern Caribbean
States (BOECS). In this manner one is able to ascertain the extent to which modern
HRM practices are operational in the BOECS and to assess the impact of any such
systems.

4.1.2. Research Areas
In order to achieve these objectives this chapter concentrates on five specific areas, viz.
1. Research Design
2. Instrumentation
3. Assumptions
4. Data Processing Procedures and
5. Analytical Procedures.
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4.2.

Research Design

4.2.1. Exploratory Research
This study of HRM practices and their effect on firm performance in the BOECS is to a
considerable degree, exploratory in approach. The research proceeds from at least two
perspectives. The first underlying position is the pervasive nature of HRM and the
relatively recent methodology of bringing HRM concepts under the scrutiny of
scientific analysis. The second viewpoint addresses the reality that despite the
abundance of scholarly treaties and other published data on HRM in business
enterprises throughout the mature nations of the world, little attention has been paid to
the smaller developing regions such as the BOECS.

Thus this study attempts to extend the search for a link between innovative and effective
HRM practices (EPPS) and firm performance in a small but relatively uncharted area of
the world. The study posits that this geographical region, minute in area, void of mineral
and other natural resources such as oil, coal, bauxite, uranium, gold or silver and
dependent mainly on tourism which is people driven, must place an overwhelming
reliance on people skills (Lestrade, 2002, p.106). Thus even more that their counterparts
in the developed world as well as enterprises in larger developing regions, businesses in
the BOECS, need to explore every advantage to be derived from encouraging and
assisting employees to excel in all areas of endeavour. Furthermore, because of its small
size the region could be used as an incubator for new ideas in the field of HRM, which
would advance even further the progress that has already been made globally (Cowell &
Boxill, 1995; Payne & Sutton 2001).
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4.2.2. Quantitative vs. Qualitative Approaches
The approach involves the application of both qualitative and quantitative techniques in
order to assure completeness of the information generated and assessed. On the one
hand the qualitative techniques are used for their descriptive approach and breadth of
scope. On the other hand, the quantitative approach is used because of its deductive
nature involving the direct operationalising of concepts, systematic gathering of data
and statistical analysis (Nachmias & Nachmias, 1996).

4.2.3. Validity and Reliability Considerations
Foremost among the validity issues related to this study is the selection of the measures
which constitute Effective People Performance Strategies (EPPS), otherwise designated
as Strategic Human Resource Management (SHRM), (Ulrich, 1997) or High
Performance Work Practices (HPWP) (Huselid, 1995) or High Involvement
Management (HIM) (Lawler 111, 1992). In this regard, the terms EPPS, SHRM, HPWP
or HIM are used interchangeably.

In addition to the specific HRM practices, there is the small sample size, which in some
cases makes it difficult to identify meaningful relationships when attempting
quantitative analyses. In such cases, the study is forced to place greater reliance on
descriptive statistics and qualitative information.

Another concern was the accuracy of the responses to the questionnaires administered to
the population or sample, given that in most cases they represent each respondent‟s
personal outlook of his/her organisation. Clearly, the individual‟s views may not be
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fully representative of the actual circumstances. However, given the respondents‟ status
in their respective organisations and their awareness of the importance of the research
findings to the region, it is reasonable to expect that they were thorough and sincere in
providing the information requested. Furthermore, the writer gave respondents his
assurance that the information which they provided would be treated in the strictest
confidence; that it would be published in aggregate form so that no individual company
would be identified. There was therefore no advantage to be gained by an individual
answer which placed the respondent‟s company in a specially favourable or
unfavourable light. Alternatively one would not anticipate any detrimental consequence
to follow from providing information which was less than flattering to any specific
business.

Also included in the areas of validity and reliability is the fact that the writer conducted
structured interviews with a large proportion of the respondents. This has advantages
and disadvantages. The advantages include the ability in face-to- face information
gathering to more explicitly elucidate the questions posed as well as interpret the
responses to those questions. At the same time, it provides for interviewer bias which
could result in a distortion of the responses. Mindful of this the writer made a special
effort to deal essentially with the facts presented during these structured interviews and
was convinced at least about the validity. However, the cross sectional process utilized,
involving as it did a one time questionnaire only, provided no test of reliability.

The study also recognises other limiting factors such as time distortion and interviewee
bias in the case of the mailed questionnaire. What's more, there is the significant feature
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of the high financial cost and time associated with collecting the data. This imposed its
own restrictions in that it limited the time and type of research which could otherwise
have been conducted.

Given these caveats, it is nevertheless worthwhile to stress that every conceivable effort
has been made to minimize biases of all kinds and to augment the credibility of the
conclusions and recommendations by including as far as practicable, multiple sources of
evidence and approaches to the analyses, so that there would be corroboration of the
information provided to reflect existing conditions in the BOECS in an academically
plausible manner.

In this regard the information from the main survey to management is reinforced by the
information obtained from employees. Admittedly, however, the employees‟ sample is a
very restricted one, limited to Barbados alone. However, for further corroboration,
empirical data have been collected from 25 firms, to support the anecdotal data on firm
performance.

4.2.4.

Operationalization of the Theoretical Framework Model

4.2.4.1. The Independent Variable - EPPS
Several authors provide details of different processes and groups of techniques believed
to be critical HRM practices in the effective management and development and
deployment of staff. They include among others, performance appraisals, rewards and
development, recruitment, selection, placement, promotion, termination, motivation and
benefits, delegation, participation and work design (Beer, et al, 1984; Fombrun et al.,
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1984; Hendy & Pettigrew, 1986, 1990; Hendy, Pettigrew & Sparrow, 1989; Poole,
1990, and Boxall, 1991). Effective People Performance Strategies incorporates those
practices adopted by an enterprise which work in combination to establish a unique
branding of that organization. The mix and application of its HR procedures
distinguishes the company in the market place and separates it from its contemporaries.
This is what (Bae and Lawler, 2000; Beatty and Schachter, 2002; Becker, Huselid and
Ulrich, 2001; Goddard and Delaney, 2000; Huselid, 1995; Lawler 111, 2000; Pfeffer,
1994, 1998; Ulrich, 1997 et al) refer to as the inimitability of the organization, since the
way in which it combines its people practices is most likely peculiar to the enterprise in
question and thus is so intricate as to make duplication extremely difficult. These
practices form the basis for the operationalisation of the independent variable used in
this research.

However, to narrow the list to practical usage, the thirteen (13) items selected by
Huselid, (1995) in his seminal work, were used as among the best available expert
opinion on this topic and thus the most credible grouping of EPPS/HPWP/SHRM/HIM
practices. In addition, the study includes six (6) other factors based on the research of
Lawler, (1997); Ulric, (1997) and Pfeffer, (1994). These are combined with Huselid‟s
13. The table below sets out the 19 identified practices which constitute the
Independent Variable included in this study as follows:
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SUMMARY OF HR PRACTICES
Huselid, (1995)
Adapted from (U.S. Department of
Labour, 1993);
Delaney, Lewin and Ichniowski, (1989)
1. The Proportion of the workforce
who are included in a formal
information sharing program (e.g., a
newsletter).
2. The Proportion of the workforce
whose jobs have been subjected to a
formal job analysis.

Lawler, (1997); Ulric, (1997); Pfeffer,
(1994)
1. Compensation linked to work
processes and organisational
performance.
2. Extensive sharing of financial and
performance information
throughout the organisation.
3. Job rotation to facilitate on-thejob learning of multiple tasks and
skills.

3. The Proportion of non-entry level
jobs that have been filled from
within in recent years.
4. The Proportion of the workforce who
are administered attitude surveys.

4. Reduced status and distinction
barriers.
5. Relative employment security.

5. The Proportion of the workforce
who participate in Quality of Work
Life (QWL) programs, Quality
Circles (QC), and or Labourmanagement participation teams.
6. The Proportion of the workforce
who have access to company
incentive plans, profit-sharing plans,
and/or gain-sharing plans.
7. The average number of hours
training received by a typical
employee over the last 12 months.
8. The proportion of the workforce who
have access to formal grievance
handling procedure and/or
complaint resolution.
9. The proportion of the workforce that
is administered an employment test
prior to hiring.
10. The proportion of the workforce
whose performance appraisals are
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6. Organisational design, linked to
the organisational strategy.

SUMMARY OF HR PRACTICES
used to determine their
compensation.
11. The proportion of the workforce that
receives formal performance
appraisal.
12. The promotion decision rules used
most often (a) merit or performance
rating alone; (b) seniority only if
merit is equal; (c) seniority among
employees who meet a minimum
merit requirement; (d) seniority.
13. The number of qualified applicants
(on average) applying for the five
positions that the firm hires
individuals most frequently

4.2.4.2. The Intervening or Mediating Variable
The intervening variable, Enhanced Willingness/Ability to Work, has been addressed
in Chapter 3, subsection 3.2.4 under the sub-heading – The EPPS Model, paragraph
4. It outlines the psychological factors which may impact positively or negatively on the
Dependent Variable, Improved Employee Outcomes, which in turn mediates the
Dependent Variable, Enhanced Business Performance. In this case that factor is
Unionization, the Moderating Variable which influences the degree to which employees
will respond to the initiatives introduced through the new work practices. The study
posits the old adage of not being able to serve two masters23. The general idea is that the
greater the employees‟ commitment to unionisation the lower their willingness to be
influenced by the new work practices!

In other words, increases/decreases in

willingness to improve performance are dependent upon whether an employee scores
highly or not on this measure of Unionisation.
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4.2.4.3. The Moderating Variable – Unionization:
A number of researchers have posited the idea that High Performance Work Practices
and other innovative schemes introduced to involve employees in workplace decisions
and activities, were designed to eliminate or at least reduce the impact of unions.
Bryson, Forth and Kirby, (2005) note that in general the benefits promised by HPWP
are closely akin to arguments favouring unionism. Other contributors to the HighInvolvement Management Practices vs. Trade Union discussion, refer to the tendency to
see the presence of unions as restricting output and creating conflict, which are inimical
to HPWP. (Bryson, 2004). Still other researchers suggest that the presence of unions is
complementary to and actually supportive of HPWP. They contend that because unions
demand higher than normal wages, management in turn demands and obtain higher
output from their unionised workers (Addison, 2005; Machin and Wood, 2005).

This study attempted to consider whether, the presence of unions was detrimental,
favourable or neutral with regard to HPWP on employee output and firm performance
in the BOECS. The presence of a union was determined by reference to question 8 of
Section A in the questionnaire which sought to ascertain the degree of unionization in
firms by posing the question, “what percentage of your company is represented by
labour unions?” Those firms reporting less than ten percent unionised employees were
treated as non-union and those with ten percent or more were treated as being unionised.

Unionization was addressed in terms of the influence which the presence or absence of
a union in the organisation might exert on the employees. The rationale was that to the
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extent that a company was unionized, it would affect the potency of the mediating
variable because employees would differ in the extent to which they would be impacted
by the moderating variable. Responses to question A-8, (Appendix 1), provided the
degree of unionization and this, allowed the researcher to assess whether commitment to
unionisation modified the willingness of the employee to be influenced by the new work
practices! In other words, increases/decreases in willingness to improve performance
are dependent upon whether an employee scores highly or not on this measure of
Unionization.

4.2.5. The Intervening/Dependent Variable – Improved Employee Outcomes
The dependent variable Improved Employee Outcomes, is both an intervening
variable and a dependent measure of the effects of EPPS. It was assessed on the basis of
questions posed in Section D-1 of the research instrument. In this regard respondents
were asked their views on the change over the three-year period 1998 to 2000, in
relation to, employee commitment or loyalty to the firm (D-1d) and employee
productivity (D-1h). The information was gathered on the basis of a 1 to 5 progressive
Likert scale, where 1 represented “A significant decrease in Commitment or
Productivity and 5 represented a significant increase in Commitment or Productivity”.
(See Appendix 1, Section D).

4.2.6. The Dependent Variable - Enhanced Business Performance - EBP
The issue of enhanced business performance was also covered in Section D of the
questionnaire. The first aspect focused on the immediate viability of the enterprise. As
such, questions were posed on,
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1) long run profitability [D 1(a)], i.e., profitability as measured through profit
before taxes and extraordinary items,
2) growth in sales or revenues [D 1(b)],
3) financial strength [D 1(e)], as measured through the firm‟s current ratio or
ability to raise additional financing,
4) public image and goodwill [D 1(f)] as well as,
5) product or service quality [D 1(g)].
The second characteristic addressed the firm‟s competitive advantage in the market
place in the longer term. This was question [D 2]. It covered such issues as 1)
product/service improvements, 2) firm recognition, 3) pricing, 4) customer loyalty, 5)
adaptability to change, 6) the awareness of and ability to respond to the needs of key
customers and 7) economies of scale.

The performance measures were reported on the basis of a 1 to 5 progressive Likerttype scale, where 1 represented significantly decreased performance levels, 2
represented slightly decreased performance, 3 no change in performance, 4 moderately
increased performance and 5 represented significantly increased performance). (see
Appendix 1, Section D-1).

Performance Geared for Future Challenges: In addition, whereas Section D-1
concentrated on the short-term performance the corporate survey also included a series
of questions in Section D-2 which were used to determine the firm‟s ability to respond
to future challenges. These performance measures were likewise reported on the basis
of a 1 to 5 progressive scale, where 1 represented significantly decreased performance
levels, 2 represented slightly decreased performance, 3 no change in performance, 4
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moderately increased performance and 5 represented significantly

increased

performance). (see Appendix 1, Section D-2).

4.3.

Instrumentation

4.3.1. Designing the Questionnaire
For the purposes of this study, the writer developed three survey instruments in the form
of questionnaires and used them to examine the prevailing HRM environment in the
BOECS. The questions were conceptualised and developed on the basis of material
covered in leading management journals, texts and theses and in a manner that would
satisfy the items detailed in the summary of HR practices in the table at section 4.2.4.1
above. The format was derived from specific sources of information including a
comprehensive study on HRM undertaken by Coopers & Lybrand in 2000.

However, it should be noted that because of the exploratory nature of the study, the
survey instruments were designed to capture as extensive a range of information as
possible. Therefore, whereas the approaches adopted by Huselid (1995), Lawler (1997)
and others are covered, the questions were posed in a manner more likely to obtain
responses from small organisations where specific information is often lacking. For
example, Huselid, (1995) asked for actual percentages or the proportion of employees
who are included in 1) formal information sharing programmes or 2) whose jobs have
been subject to a formal job analysis etc. This study, aware that it would be unlikely to
obtain precise numbers, while seeking similar information, provided for answers which
ranged between,
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1) Zero,
2) A small proportion,
3) A moderate proportion,
4) A large proportion or
5) A very large proportion.

The list below summarises the key areas covered in the survey questions.
Data


Primary demographic information.



Knowledge and interest in critical HRM issues.



The relative importance of HRM in the organization.



The strategic role of HRM in business organisations.



HRM practices in business organisations.



HRM in action in the business.



The impact of HRM in the business.



Business performance.

The questionnaire was divided into four (4) sections as follows: (Appendix 1).


Section A, the first part, covered demographic data and information on the status
of the respondent organisation.



Section B, the second part, sought information on the relevance which managers
placed on HRM in their organisations and their awareness of the importance of
modern HRM practices. Apart from questions which required a yes or no
answer, the majority of responses called for a personal evaluation on the
respondents‟ part of the importance of various aspects of HRM, to their
particular organisation. This was done using a Likert rating scale,



Section C, the third part, carried the inquiry further, by requesting the
respondent to indicate on a similar Likert rating scale, the extent to which
specific HRM measures had been introduced or were planned in the
organisation.



Section D, the fourth part, sought to obtain information on employee
performance as well as business performance, using a Likert scale as well.
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In this manner respondents to the questionnaires provided the information for the
identification and assessment of those workplace techniques which constituted specific
elements of the independent variable, Effective People Performance Strategies (EPPS)
in the BOECS.

A key aspect of EPPS emphasised in this research was the recommended strategic thrust
of HR practices. (Huselid, 1995; Pfeffer, 1998; Ulrich, 1997). Therefore, it is worthy of
note that of the twenty-one (21) questions dealing specifically with the independent
variable, EPPS, nine (9) addressed this tactical factor. Accordingly, questions in the
research instrument which were deemed pertinent to this variable, addressed not only
the presence of the HR function but also the manner in which it was inculcated into the
management process. For example, question C-1 asked respondents to indicate on a five
point scale, “the extent to which HR was integrated into the organisation‟s strategy.”
This was followed by several questions in that vein which delved into the manner in
which the company‟s strategic intent was demonstrated. In addition to questions posed
by Huselid, 1995 or drawn from Lawler, 1997, the study also relied on the questions
borrowed from earlier research work in this area, as well as other pertinent material, to
complete the circle. (Delery & Doty, 1996).

More specifically, the study measured different components of a firm's HR strategy
such as the degree to which the firm relied upon extensive training, empowerment,
highly selective staffing, performance-based pay, etc. The approach was based on the
concept in the literature which specified that high values from all of these areas was
consistent with a high-involvement strategy, and correspondingly, low values would be
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consistent with a more traditional or control strategy or even with the absence of any
strategy whatsoever, in relation to HR. (Bae and Lawler, 2000; Huselid, 1995). (See
Appendix 1, section C.)

Ranking: With further reference to the independent variable, nineteen (19) of the
twenty-one (21) questions were ranked on a five point Likert scale. They sought to
identify the „degree of importance‟ which management placed on each of the issues
posed. The original questions were reverse coded to give a low score for the more
desirable response and a high score for the less desirable answer. This was done to
minimise response bias. (Guthrie, 1999; Natchmias & Natchmias, 1996). However, in
conducting the analyses the questions were recoded so that a high score reflected a
positive response to the presence of EPPS and a low score a negative response.

An additional question which dealt with training was handled somewhat differently
from the rest. This item (training) was assessed on the basis of the average number of
training hours provided to each employee in the firm. The determination was made by
reviewing the literature regarding international benchmarks established for training
(Becker, Huselid and Ulrich, 2001) and the actual results obtained from the survey. The
number of training hours were then coded on a progressive five point Likert scale, with
a set range of hours defined for each category whereby one (1) represented a low
incidence of training and five (5) represented extensive and continuous training. The
remaining question sought information on the manner in which the organisation dealt
with promotion. This was ranked on a four point Likert-type scale, given the four
approaches normally associated with promotion, viz.,
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1) seniority alone,
2) seniority if candidates were of equal merit,
3) seniority when the candidate had reached a minimum merit standard or
4) merit alone.

Thus, in the context of the newer approach to HRM or EPPS, promotion decisions
which were mostly influenced by seniority ranked in a lower category along the
continuum, whereas promotion decisions which were mostly based on merit or
performance ranked in the higher category along the said continuum.

4.3.2. Selection of Respondents
The first instrument was a mailed survey directed towards senior management, mainly
HR managers, or persons with specific responsibility for HR, in the targeted enterprises
in the region that satisfied the criteria for the unit of analysis. 24 Senior management by
definition shape the policies and direction of the organisation. They are thus best placed
to say how the enterprise functions. However, in this region, senior managers are often
owners and are likely to overstate the presence of HRM practices. Therefore, the main
targeted respondents were HRM practitioners who would be more likely to point out
deficiencies in the HRM system, although admittedly they may also have their own
biases. The study recognises that some would argue that HR managers have a vested
interest is describing what they are doing as „good‟, effective, etc. However, prior
research favours a reliance on HRM practitioners as the most credible individuals from
whom to seek the required information. This is also the writer‟s experience.
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The second survey instrument (Appendix 2) was used to conduct a number of structured
interviews for the following purposes:



To improve the overall response rate of the survey process.



To improve the overall quality of the information required.



To obtain additional face-to-face information from the electric utilities and some
of the larger businesses, in order to improve the data collected for qualitative
analysis.



To ensure that all major business segments were covered.



To add more credibility to the data by utilising triangulation.

This study acknowledges the possibility for interviewer bias in the conduct of structured
interviews. Nevertheless it posits that given the exploratory nature of the work, the
advantages of improved response rate and the ability to obtain more accurate
information based on the reduced ambiguity derived from face to face contact, far
outweigh the disadvantages (Saunders et al., 1997).

The third survey instrument (Appendix 3) was a modified version of the first two and
sought responses from employees. This latter survey was conducted in Barbados only
and was limited to twenty-one of the firms whose management had responded to the
first two surveys. The writer hoped that by obtaining the views of at least some
employees, the study would provide an additional perspective regarding the impact of
HRM in the BOECS.

In each case the writer sent a letter of introduction from Bradford University which
served to authenticate the purpose of the research and the bona fides of the researcher
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(Appendix 4). The University‟s introductory letter accompanied the researcher‟s own
letter (Appendix 5), requesting participation in the survey and setting out the possible
value of the exercise to the BOECS in general and the participant organisation in
particular.

4.3.3.

Pilot Tests

The writer, utilising the information gained from the literature review, prepared an
initial draft of the questionnaires. The next step was to consult with colleagues and other
knowledgeable individuals in business and academic circles to obtain their helpful
comments.

This led to the development of a modified version of these research

instruments, the main one of which was then validated by means of a pilot study that
proceeded as follows:

1. Copies of the modified first draft were sent to a cross section of ten (10)
organisations in the region, with senior management personnel known to the
writer, including two electric utilities.
2. The writer then interviewed the recipients of the questionnaires, using direct
visits where possible and telephone interviews in other cases. This pilot study
provided useful comments and suggestions. Among others, it helped to reduce
the size of the questionnaire and to modify certain questions so as to make them
more understandable.

The ideas thus derived, were helpful in effecting changes to the original surveys and led
to more succinct, purposeful and appropriate research instruments. The questionnaire
responses from the pilot study were substantially in the format of the final instruments
that were used. The results were thus easily convertible and incorporated into the
overall study as part of the complete information source.
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4.3.4. Population and Sample:
The population for the survey to the employers embraced all business enterprises in the
BOECS.

The unit of analysis was determined to be companies with 50 or more

employees, as explained earlier, to recognise the reality of business size in this tiny
region. This idea to recognise smaller companies as part of the unit of analysis is also
supported by Vinten, Layne and Hayes (1997); Kotey and Sheridan (2004).

The businesses were identified through a combination of sources. The main source was
the statistical service departments in those countries where such information was readily
available. 25 An alternative source was the Department of Labour in those countries that
did not have the required information available from their statistical departments. 26

In this manner a list of business enterprises was obtained from five countries in the
BOECS region. Similar information for business enterprises in two other countries was
obtained via membership lists from their business organisations, viz., Chambers of
Commerce, Manufacturers‟ Associations or Hotel Associations. 27 In the remaining two
countries the information was provided through the use of the telephone directory and
the assistance of a private individual who was familiar with the territory in question. 28

Given the size of the area, it was possible to include the whole population of business
organisations in the BOECS. The identifiable list of firms determined through this
means totalled 402.

135

The organisations identified for structured interviews were determined in the following
manner.

1. Listing all the companies on the derived list in descending order based on the
number of employees. This included the companies recognized in the pilot
study.
2. Selecting at least 3 companies in each territory, including the electric utilities
and aiming for approximately ten percent (10%).
3. Barbados, where the writer resides yielded a larger number by reason of the
writer‟s greater familiarity with the managers of the firms in this country.
(Appendix 7).

The questionnaires were sent out in June 2001. Two weeks later, the mailing was
followed up with telephone calls to confirm delivery and receipt of the documents as
well as to encourage their completion and prompt return. This process was repeated at
fortnightly intervals until the end of November 2001, which was used as the cut-off
date, when no further significant returns were expected. In this manner 85 usable
questionnaires were returned (i.e., approximately 20% of the potential sample).

During this period, June to November 2001, the writer conducted a number of face-toface interviews in Barbados where he resides. In addition, during the months of August
and September 2001 he travelled throughout the eight OECS countries in order to
complete as many structured interviews as possible. This initiative yielded an additional
43 results and in this manner 128 survey instruments were completed for a total
response rate of approximately thirty-two percent (32%). This rate compares favourably
with other similar studies especially Huselid, (1995) with 28%.

136

Following the cut-off date for return of completed questionnaires, the writer made an
assessment of the returned questionnaires and determined that the 43 which had been
completed through the structured interview process, were sufficient in number to subject
approximately twenty five percent (25%) of the total returns to extensive analysis. Thus
with these later mentioned 32 firms (Appendix 8) the anecdotal information on their
performance could be corroborated in large measure by actual financial data. In
reference to that activity, the Study recognises that there are inherent flaws in the
sampling method. This is because while 32 of the 43 firms which made themselves
available for structured interviews represents 25% of the total sample of 128 firms, it is
not a stratified random sample of the whole 128. It would therefore be heavily biased in
favour of those companies with whom the writer had face to face contact.

As mentioned earlier, a questionnaire based along similar lines as the initial one sent to
management, was designed, tested and administered to the employees of 21 firms in
Barbados. Of these, 196 useful questionnaires were returned for a response rate of 9 per
company on average. This represents approximately four percent (4%) of the total
number of employees in those firms. Admittedly, it was a small sample. Nevertheless
the feedback from the firms in which the survey was administered indicated that the
questionnaires were completed by a sufficiently representative cross section of
employees in these firms as to provide a relatively reliable further viewpoint of the
existence and impact of EPPS in businesses in Barbados and by extension, the BOECS
region.
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4.4.

Assumptions

To proceed with this research, it was necessary to place reliance on the following
assumptions:



Quantitative as well as qualitative approaches may be properly applied to the
study.



The rationale behind the use of qualitative research is that human behaviour
occurs in a particular context and a more complete understanding of human
behaviour requires understanding of the context in which that conduct takes
place (Miles and Huberman, 1994).



The rationale behind the use of quantitative research is that it places great
emphasis on the process of statistical measures of validity and is likely to
provide more objective results in the findings derived from this process.
(Saunders, Lewis and Thornhill, 1997).

4.5.

Data Analysis

4.5.1. Exploratory Nature of the Study
Given the exploratory nature of the study, the data collection process was designed to
cover a number of general parameters in addition to specifics of the most generally
utilized HRM functions. Thus information was solicited with regard to several areas as
follows:

1. The major categories of business concentration.
2. Company size.
3. Years in operation.
4. The extent of unionisation.
5. The status of the individual responding to the questionnaire.
6. The number of full time HR professionals employed and the manner in which
they had attained their position in the organisation.
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4.6.

Data Processing Procedure

4.6.1. Demographic and General Data
General descriptive statistics were derived from Section A of the research instrument,
for the purpose of segmenting the firms reporting by type of business activity, size of
organisation in terms of annual sales revenue and number of full time employees, as
well as the length of time in business. Questions were also posed to determine the
position of the person completing the questionnaire, the degree of unionisation and
employee turnover over the three-year period 1998 to 2000.

As mentioned earlier, descriptive statistics (mean, mode, correlation, etc) were also
derived from responses to Section B. This was an effort to assess the linkage between
the firms‟ HRM and business strategy. Business strategy may be considered as a set of
decisions about the direction of a firm. In this regard, managers may be thought to select
business strategies in accordance with evaluations they make about the organisation‟s
distinctive competencies and the environment in which it competes (Mintzberg, 1999).
The idea was to assess the degree to which firms in the BOECS were aware of the most
recent approaches utilised in businesses to augment people performance and to
determine the degree to which Human Resource Management Strategies were
incorporated into the overall business strategy. The query about the number of full time
HR professionals employed and the manner in which they had attained their position in
the organisation was designed to address the argument that firms with extensive outlays
in HPWP were likely to invest more heavily in HR personnel (Huselid, 1995).
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In a similar manner quantitative statistical analyses were conducted on Section C data to
measure the extent of the actual application of EPPS. This approach was extended to
Section D for the purpose of establishing possible linkages between the prevalence of
strategic HR practices, HR outcomes and firm performance between Sections C & D
respectively.

4.6.2. Development and Applicability of the Research Questions and Hypotheses

The research questions, designed to address the concerns identified in the study and to
assist in deriving conclusions from an examination of the data collected (Saunders,
Lewis and Thornhill, 1997), were detailed in Chapter 3, Section 3.3.

Similarly, hypotheses developed in order to test the probability of finding the
relationships posited were also identified in Chapter 3, Section 3.5. They were tested
using the combined statistical tools consisting of simple descriptive statistics to derive
means, ranges, standard deviations and cross tabulations, as well as the more
sophisticated tools of data reduction, correlation and regression.

4.7.

Problems Encountered

The BOECS is a tiny region, with small business enterprises. Most of these are family
owned and published information is not readily available.

However, mindful of the

difficulties associated with the minute size of the region, the small sample and the
complexity of sourcing specific numerical and financial data, this study relied on a
number of strategies to obtain pertinent information in order to determine the degree of
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sophistication associated with the HRM function in BOECS businesses and to further
determine whether the elusive link between a strategic approach to HRM and enhanced
firm performance was evident in this region.

The table below compares the approaches used by Huselid vs. this study. It seeks to
highlight the difficulties encountered and the means of addressing them.
Methodology Applied to Huselid’s
(1995) work

Methodology Applied in this Study

1.

Chose the population sample from a
nationally established database.

Selected all firms in the region which met
the criteria of the unit of analysis, viz., were
listed in the statistical records as having 50
or more employees.

2.

Collected data on the prevalence of
HPWP by means of a questionnaire
mailed to the senior human resources
professionals in each firms.

Collected data on EPPS by means of
questionnaires mailed to the CEO‟s for
completion by their HR professionals and
also by structured interviews (34%),
conducted with the CEO, HR professionals
or a senior manager in each firm.

3.

Pre-tested the survey items with a Pre-tested the survey items with a number of
number of colleagues and human colleagues
and
human
resource
resource professionals.
professionals.

4.

Conducted a pilot study using all survey
materials.

Conducted a pilot study using all survey
materials.

5.

For his dependent variable Huselid
selected the 13 practices which he
considered most broadly representative
of the domain of HPWP.

Concentrated on the 13 HR practices used by
Huselid in his study, but also took into
account other contributions such as that of
Lawler, (1992) and Pfeffer, (1996, 1998).
However, whereas Huselid asked for specific
measurement factors, this study provided for
responses within a specified range, because
from prior experience, the writer was aware
that a request for information specific would
result in a poor response, given the time
frame of the study.

6

To uncover the underlying factor
structure associated with these 13
practices Huselid factor analysed each

This study also applied the tools of factor
analysis,
using principal
component
extraction with varimax rotation to uncover

141

Methodology Applied to Huselid’s
(1995) work

Methodology Applied in this Study

item‟s standard score, using principal the underlying factor structure of the HR
component extraction with varimax practices covered.
rotation.
7.

Conducted
scale
validation
to
demonstrate the convergent validity of
related items. This included identifying
two external measures of the degree to
which firms valued their employees by
investing in them and secondly by
assessing the importance which top
management placed on making public
their belief in the worth of their
employees.

8.

For his dependent variables, Huselid
chose,

9.

It was not possible to conduct scale
validation along the lines developed by
Huselid because published data along these
lines were not readily available.



Turnover which was assessed
within each firm by the simple
questionnaire item “What is
your average annual rate of
turnover?”

Turnover was not relevant to this study
because of the comparatively relatively high
rate of unemployment and the tendency of
employees to remain with an employer even
when work relationships are unsatisfactory.



Productivity which was
addressed by applying the
logarithm of sales per employee
and

Productivity was assessed, using the
responses to specific questions directed to
this factor in the questionnaires.



Corporate Financial
Performance using both a
market-based measure (Tobin‟s
q)29 and an accounting measure
(gross rate of return on capital,
or GRATE).

Corporate Financial Performance was
also evaluated, using the responses to
specific questions directed to this factor in
the questionnaires. However, this study
examined actual financial data from a subsample of 25 of the 128 firms responding to
the information requested. This resulted in
specific information which correlated
reasonably with the more anecdotal results.

In developing the estimation models,
Huselid sought to provide unbiased
estimates of the impact of HPWP on
firm performance. Accordingly for each
Dependent Variable, he applied
Control Variables (Eg., Firm Size,
Capital Intensity, Industry, etc.,
p.653)
These control variables were selected

This study also sought to provide unbiased
estimates of the impact of EPPS on firm
performance. Accordingly, this result was
achieved by applying the same statistical
tests to firms based on size and specific
business areas of activity. The statistical tests
identified means, standard deviations,
correlation and regression analysis. There
was no attempt to use Tobin‟s q ratio of the
input data, given that mostly anecdotal data
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Methodology Applied to Huselid’s
(1995) work

Methodology Applied in this Study

based on a careful review of the prior were used in this study.
empirical work focusing on those
variables likely to be related to both the
dependent variables and the use of
HPWP. He then applied statistical tests
which identified means, standard
deviations, correlation and regression
analysis as well as the Tobin‟s q ratio of
the input data.

4.8.

Justification for the Methodology

In this study, the writer has sought to make the link between Effective People
Performance Strategies (EPPS) and Enhanced Business Performance (EBP) rather than
between People Management Practices and Business Profitability for at least two
reasons. The rationale was identified during the pilot stage of the survey as follows:

1. Most of the Caribbean businesses were prepared to provide adequate nonfinancial information. However, those companies that are not required to make
their financial information public were not disposed to disclose what they
considered to be sensitive financial details.

2. The BL&PC in which the writer is employed, like a number of other electric
utilities, systematically measures a number of Key Performance Indicators,
(KPI‟s), in addition to their net profit. The reason is that, with regulation,
profitability may result not only from internal efforts but may also be influenced
by the rates approved by the statutory authority.

Thus, the dependant variable Enhanced Business Performance is more relevant from
the perspective of the target group covered by this thesis, but nevertheless provides the
necessary ingredients for coping with the competitive forces that these businesses face.
This study is mindful of the caveat of (Pfeffer, 1994) that mere concentration on the
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right HRM practices is not in itself a predictor of business success. In fact, there are so
many other variables operating which also influence profitability that it is extremely
difficult to isolate them all, except in some exceptional cases. (Cappelli &Neumark,
1999; Rogers & Wright, 1999; , Wall & Wood, 2005; Wood, 1999).

Yet, Pfeffer, (1998: Chap.2) makes a powerful case for the use of “innovative human
resource practices.” Referring to what he terms “a substantial and rapidly expanding
body of evidence”, he demonstrates in business terms, “the strong connection between
how firms manage their people and the economic results achieved.”

4.9.

Ethical Considerations

Ethical considerations in this methodology include among others, confidentiality,
personal bias, credibility of the data, objectivity and of the conclusions reached,
(Saunders, Lewis and Thornhill, 1997).

The issue of confidentiality is especially pertinent with regard to the structured
interviews. Confidentially has been assured by aggregating the data collected, so that no
one firm is identified. However, it should be noted that this is a small region and it is
more difficult to achieve this objective in all cases in the BOECS than in G7/G8
countries.

The pride of making a significant contribution to a region lacking in information of the
type being researched makes it all the more necessary to ensure that the findings
represent the facts as revealed by the analyses of the information collected. In any event,

144

because of the size of the region, the credibility of the data is more easily tested. This
also applies to objectivity and the conclusions derived therefrom.

4.10. Summary
This chapter has examined the research methodology employed in conducting the
survey of HR practices in the BOECS and their impact on firm performance. It has
followed established rules for scholarly works of this nature by setting out the general
research objectives, an overall research design, developing appropriate research
instruments, identifying the target group for participation, pre-testing the research
instruments and modifying them appropriately. It has commented on assumptions made,
such as the use of qualitative and quantitative measures of the data collected, as well as
the actual data processing approach. It has addressed validity and reliability
considerations.

As a matter of special significance, this chapter has reflected on the exploratory nature
of the study and the possible research deficiencies which arise as a result of this. It has
commented on the research questions and hypotheses introduced in the previous section,
Chapter 3. Further this chapter has noted the limitations and delimitations of the paper
as well as the identification of possible regional peculiarities which must be reflected in
the approach it brings to systems borrowed from elsewhere. It has included the ethical
considerations that must accompany research of this nature and outlined the writer‟s
assurance that the study has fittingly addressed this critical factor.
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This chapter then sets out the procedure for moving on to the data analyses and findings
as covered in Chapter 5.
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CHAPTER 5
DATA ANALYSIS AND FINDINGS

5.1.

Introduction

This chapter provides all the analyses and the conclusions derived from them for the
entire study. Accordingly, it includes the following:



The results obtained through the mailed surveys to employers generally and the
structured interviews with selected employers.



Additionally, with regard to firm performance, it incorporates the actual
financial data from a sub-sample of twenty-five (25) firms. This is intended to
validate to some degree the perceptual performance results provided by the
respondents.



The results obtained through the mailed surveys to employees. Notably, this
survey is restricted to Barbados alone.

The overall analytical process includes a comparison of the findings from each of these
aforementioned sources. It examines similarities, identifies differences and attempts to
explain them. In this manner, the material covered provides a reasonable basis for the
recommendations in chapter 6, the next and final component of the thesis.

In order to accomplish the foregoing, the current chapter is divided into five (5) sections
as follows:

1. Organisational and demographic characteristics of the respondent companies and
their employees.
2. Qualitative analyses and interpretation of the results.
3. Quantitative analyses and interpretation of the results.
4. Comparative findings of the various outcomes.
5. Overall conclusions.
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5.2.

Organisational and Demographic Characteristics of the Employers
Completing the Main Research Instrument

5.2.1. General Information on the Questionnaires to Employers
As indicated earlier, there were nine territories covered by the study. These together
have an overall population of slightly less than one million people (The World Factbook
– Notes and Definitions30). Please see also Table 5.1 below.

Table 5.1
Comparative Population and Land Size Statistics
Population
13,500
69,100
279,900
68,900
89,700
9,400
39,100
168,500
117,800
855,900

Anguilla
Antigua & Barbuda
Barbados
Dominica
Grenada
Montserrat
St. Kitts & Nevis
St. Lucia
St. Vincent & The Grenadines
Total BOECS
World

6,446,131,400

Size in sq. km
102
443
431
754
344
102
261
616
389
3,442
148,940,000

From this population the writer identified 402 firms which met the unit of analysis
criterion, a measure that required the firm to be organised as a single business entity
with at least 50 full-time employees. This study took into consideration the observation
that one is more likely to find formal HRM systems in organisations with 200 or more
employees (Sisson et al, 1991). However the foregoing reference was in relation to
organisations in large European countries. Other studies such as those conducted by
Galanaki & Papalexandris, (2005) in Greece and Bayo-Moriones and Diaz de Cerio,
(2001) in Spain provide support for the smaller number of 50 employees used by this
study, in the relatively small BOECS area.
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In this regard, the statistical departments, local business organisations and
knowledgeable private individuals provided the necessary information. Accordingly,
questionnaires were mailed to these 402 firms with 128 of them responding with
useable data, either through direct face to face interviews or by return mail. This
represented an overall response rate of 32 percent and forms the basis for the main
survey results.

Table 5.2 immediately following, summarises the data from the surveyed population
showing the numbers mailed vs. the valid responses from each territory.

Table 5.2
General Details of Employer Survey
Country of Origin
No of
Valid
Surveys Responses
Mailed
Received
1
2
3
4
5
6
7
8
9

Anguilla
Antigua & Barbuda
Barbados
Dominica
Grenada
Montserrat
St. Lucia
St. Kitts & Nevis
St. Vincent & The Grenadines
Sub – Total

9
54
123
33
56
10
56
46
15
402

Country not identified
Total

No Rec'd as % of Total
% of Mailed Rec’d

4
8
66
5
9
3
8
10
9
122

44.4
14.8
53.7
15.2
16.1
30.0
14.3
21.7
60.0
30.3

6

1.5

128

31.8

3.3
6.5
54.1
4.1
7.4
2.5
6.5
8.2
7.4
100

5.2.2. Type of Business Activity
The Survey of business organisations indicated three main areas of business activity as
follows:
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1. General Trading/Distribution 23.6%,
2. Tourism 18.7% and
3. Manufacturing 14.6%.

Together these three areas accounted for approximately fifty-seven percent (57%) of
commercial operations. Banking and Financial Enterprises were also noteworthy,
accounting for just over seven percent (7%) of business activity, whereas electric
utilities accounted for about six percent (6%) of business activity. The summary of
business interests is shown in Appendix 6- Item 1.

5.2.3. Size of Business
The businesses were classified by size based on sales as detailed at Appendix 6 - Item 2.
They were further classified by size derived from the number of employees as shown in
Appendix 6- Item 3.

Size of the businesses based on sales was positively correlated with size based on the
number of employees and found to be significantly related (r=.507, df = 125 and p ≤
.001.as shown in Appendix 6 - Item 4). Hence, on average, the higher the sales volume,
the greater the number of employees. Given the close correlation between the two
preceding factors and since the study‟s focus is on people, the writer decided to
concentrate mainly on the number of employees to determine the size classification of
the enterprises.
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5.2.4. Durability of Business
The research also considered the permanence of the businesses in the BOECS
community. In this regard the results show that from those responding, the vast
majority, i.e., over 89 percent, could be classified as mature organizations. This is
determined on the basis that they had over ten year‟s continuous business operations.
There were approximately 5 percent with a life of less than 10 but more than 5 years
and the remaining 6 percent had been in existence for less than five years, (Appendix 6 Item 5). In the absence of other information, this could be an indication that the longer
established businesses were more likely to have responded to the survey than smaller
and/or more recently formed companies.

5.2.5. Title of Management Respondent
The persons reporting on behalf of their organisations were notably weighted more
heavily in favour of senior HR personnel, 38%, followed closely by CEO‟s, 31%. Heads
of other Departments accounted for 10% of the returns and other occupations 21%.
(Appendix 6, Item 6).

5.2.6. Distribution of Employment Categories
The occupational demographics developed from the employer survey showed the
following distribution of employment categories as noted in table 5.3 below.
Table 5.3
OCCUPATIONAL DEMOGRAPHICS
Percent
Valid
HOURLY/CLERICAL
60
TECHNICAL/PROFESSIONAL
14
SUPERVISORY/MANAGERIAL
12
OTHER
14
Total
100
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5.2.7. Critical Decision Making
The survey also showed that strategic decision making was firmly placed in the hands of
local executives, with little outside influence. Over 80 percent of the critical decisions
were deemed to have been made by BOECS resident territorial managers and directors
while the remaining 20 percent was spread almost evenly between regional and
international head office personnel. (Appendix 6- Item 7).

5.2.8. Degree of Unionisation
The matter of unionisation was covered simply by the question, “What percentage of
your company is represented by labour unions?” The designated response to this was set
out in ranges, starting at zero and progressing by 10 percent increments to 50 percent
and over. On this basis the returns showed that union density tended to be quite high
with approximately 62 percent of the companies indicating some degree of unionisation,
i.e., 10 percent or more of their employees were unionised.

For purposes of this study, the remaining 38 percent which reported unionisation below
10 percent was considered non-unionised companies. (Appendix 6- Item 8).

In addition to the basic information shown above, a cross tabulation between the size of
firms, classified according to number of employees, and the union density is provided
by Table 5.4 below.
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Table 5.4
UNION % * FIRM SIZE Crosstabulation
FIRM SIZE
Small
UNION/
%

Non-Unionized

Count
Expected Count
% within FIRM SIZE

Unionized

Count
Expected Count
% within FIRM SIZE

Total

Count
Expected Count
% within FIRM SIZE

17
13.6

Medium
11
11.5

44.7%

Total
Large

Small

15
17.9

43
43.0

34.4%

30.0%

35.8%

21
24.4

21
20.5

35
32.1

77
77.0

55.3%

65.6%

70.0%

64.2%

38
38.0

32
32.0

50
50.0

120
120.0

100.0%

100.0%

100.0%

100.0%

Table 5.4 above shows that there was a distinction in the degree of unionisation between
the different sizes of companies. As would have been anticipated, the larger the
company, the higher the degree of unionization. This result accords with the general
view that, because of the increased effort needed to recruit and administer smaller
groups of employees, a union would normally be much more successful in organising
and servicing medium and large size organisations than smaller ones, ( McCracken and
Sanderson, 2004). The large companies were 70 percent unionized, followed by the
medium sized companies at 65.6 percent with the small companies recording 55.3
percent unionization.

The Chi-Square Test which follows immediately after at table 5.5 measures the
discrepancy between the observed cell counts of non-unionised and unionised personnel
for small, medium and large firms. It shows what one would expect if the rows and
columns were unrelated. The two-sided asymptotic significance of the chi-square
statistic is greater than 0.10, implying that the differences are quite likely due to chance
variation. Accordingly, the study concludes that the size of the firm is as shown very
likely to determine the degree of unionisation.
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Table 5.5
Chi-Square Tests

Value
Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear
Association
N of Valid Cases

Asymp. Sig.
(2-sided)

df

2.080(a)
2.062

2
2

.354
.357

1.972

1

.160

120

a 0 cells (.0%) have expected count less than 5.
The minimum expected count is 11.47.

5.2.9. General Comments
The foregoing information underlines the structure of business in the BOECS region.
The concentration of operations in the areas of general trading, tourism and
manufacturing and the degree of unionisation, throw some light on the historical
development of commerce in the area. The maturity of the businesses, with over 89
percent being designated as well established organisations, is a significant factor which
should generate interest in the findings on their HR practices.

5.3.

Organisational and Demographic Characteristics of Employees Completing
the Secondary Research Instrument

5.3.1. General Information on the Questionnaire to Employees in Barbados
As mentioned earlier, in addition to the information on HRM practices supplied by
management, similar data were also obtained from a stratified random sample of
approximately 10 employees chosen from each of twenty-one (21) firms in Barbados.
These data were used as an additional check, to reinforce the findings on the extent of
HRM and related issues provided by management of these organisations. Appendix 6Item 9 shows the list of firms targeted and the responses of their employees.
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The survey returns from Barbados, the largest of the countries included in the study
were the highest, representing almost half of the data collected. Therefore, the
information from employees in Barbadian firms may be considered significant in
relation to the entire region under consideration. However, since the employees did not
represent a properly stratified random sample of all the companies in the BOECS
responding to the survey, this information is not conclusive in regard to the overall
findings on Barbados, nor on the full study.

5.3.2. Occupational Demographics
The occupational demographics of the employees surveyed in Barbados are reported in
Appendix 6 - Item 10. The responses cover the broad spectrum of employee groups and
thus may be used in a general manner to reflect the views of employees in Barbadian
firms. The information, not surprisingly, indicates that rank and file employees
constitute the largest group, (37 percent). Supervisors follow next with 30 percent,
technical and professional positions, accounting for about 17 percent and managerial
positions covered the remaining 16 percent.

5.3.3. Unionisation
The next issue covered was the degree of unionisation. This information is provided in
Tables 5.6 and 5.7 which follow:
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Table 5.6
UNION REPRESENTATION
IN BARBADOS
Frequency
Valid
Percent
YES
72
38.1
NO
117
61.9
Total
189
100.0

Table 5.7
UNION MEMBERSHIP IN BARBADOS
Frequency Percent
Valid
Percent
YES
75
38.3
60.5
NO
49
25.0
39.5
Total
124
63.3
100.0
Missing
72
36.7
System
196
100.0

The tables immediately above summarise the responses to two questions dealing first
with the firm‟s union status and secondly with the employees‟ membership standing in
relation to the existence of a union in the company in which they were employed. The
indications are that only 38 percent of the firms surveyed were unionised and 60 percent
of those in unionised organisations were members of the union.

A cross tabulation of the job ranks in relation to union membership shows some
interesting results at table 5.8 below.
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Table 5.8

POSITION

POSITION * UNION MEMBER IN BARBADOS
Crosstabulation
UNION MEMBER
YES
NO
Total

REGULAR EMPLOYEE

48.6%

36.2%

43.7%

SUPERVISORY

23.6%

29.8%

26.1%

MANAGEMENT

11.1%

21.3%

15.1%

OTHER

16.7%

12.8%

15.1%

100.0%

100.0%

100.0%

Total

It indicates that as would be expected the majority of the unionised employees hold nonmanagerial positions. However, it shows that a significant number of supervisory and
management personnel were union members. This unexpected situation quite likely
reflects the reality that in many cases, supervisory and management staff, choose to
continue their union membership even after promotion to positions which are not
included in the collective bargaining process. This is not an uncommon occurrence in
Barbados.

In addition to the foregoing the following pertinent information was also obtained from
the employee survey.

5.3.4. Tenure in the Organisation
Employees tended to remain quite long in organisations in Barbados. This is also
considered applicable to the rest of the BOECS. Almost 50 percent of the employees
reporting had been with their companies for over eight years, and over 23 percent had
more than 15 years service. The details are captured in Appendix 6- Item 11.
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5.3.5. Length of time in Position
A pattern somewhat similar to that of the length of time in the firm may be applied to
the length of time in the position. As shown at Appendix 6- Item 12, over 25 percent of
employees reporting had been in their respective positions for over eight years, a
relatively significant period.

5.3.6. General Observation
This information on a cross section of the employees in Barbadian firms provides an
opportunity for another perspective on HR practices and procedures in Barbados and by
extension the BOECS.

5.4.

Qualitative Analyses and Interpretation of the Results

5.4.1. Overview
The topic of Human Resources Practices has received increasingly wide coverage in
recent years as described in chapter 2. Nevertheless, there is still much to be discovered
about how human beings react to and interact with workplace innovations and how their
response to new incentives affects the operations of the businesses in which they are
employed. (Rogers and Wright, 1998). Furthermore, as mentioned earlier, there is a
paucity of HR research material dealing specifically with small states like the BOECS,
the region which is herein the subject of specific scrutiny.

Accordingly, this particular research which seeks to provide distinct HR information on
the BOECS region may be considered exploratory in nature. Therefore, in attempting to
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analyse people workplace issues in the BOECS it was thought useful to combine
qualitative and quantitative approaches, in order that the study could benefit from the
synergy that might result from the two complementary methods. (Maybey, Salaman and
Storey (eds.),1998).

Moving in that direction, this section deals with the research findings from a mainly
qualitative perspective, and thereby reflects the results of the writer‟s observations
based on structured interviews conducted directly in business enterprises in the BOECS,
in addition to other qualitative information derived from the mailed questionnaires.
Quantitative analyses of data relating to the hypotheses posed in chapter 4 are examined
in section 5.5 below.

The structured interviews, because they were face-to-face encounters, provided the
opportunity for a clearer interpretation of the questions posed and thereby allowed for a
more precise explanation of the information sought. In the process this segment of the
research, assessed inter alia, the following factors:



The degree of awareness among BOECS business leaders about modern HR
practices and their general views on the topic of HRM.



The relevance which BOECS employers placed on the use of modern HR
practices in their businesses operations.



The extent of strategic focus in the application of HR practices in business
enterprises in the BOECS.



The views of BOECS managers on what HRM measures work best in their
particular organisations, evidenced by the impact if any on their companies‟
business performance.
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5.4.2. HRM Awareness and the General View of BOECS Business Leaders
As part of this process, the writer interviewed 43 participants directly (structured
interviewees) During these discussions, he put forward a series of questions, covering
among others, key HR concepts, the notion of competitive advantage, the interaction of
HR and the changing business environment, and their strategic priorities.

5.4.3. Key HR Concepts Constituting the Broad Practice of EPPS
5.4.3.1. Training and Development
In almost all cases, respondents identified employee training and development as a key
element of employee engagement in the business. They emphasised on-the-job training
as especially significant. The typical response was reflected in the comment of one
manager in a retail outlet who said, “when we provide training on the spot, we can see
the improvements immediately.”

5.4.3.2. Linking Rewards to Performance
The idea of linking rewards and performance was another concept extensively espoused
by participants. The writer noted that the larger businesses 31 were more inclined to have
implemented performance related rewards or at least to have considered this idea.
Several of these companies had recently introduced special schemes to measure
productivity and provide particular incentives to employees as part of the national
thrust. A few firms had also introduced productivity schemes as part of their Total
Quality Management (TQM) process32.
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5.4.3.3. Compensation and Benefits
The smaller firms included in this survey, i.e., those with under 100 employees
underscored their reliance on national employer organisations to assist in the
determination of compensation and benefits. Where the firms were unionised, these
national employer organisations actually conducted the wage negotiated on their behalf.
However, in some cases, they employed special consultants to assist them in working
out an acceptable compensation package for their employees. Almost without exception,
they identified union negotiations as the one area in which they preferred to rely on the
expertise of especially skilled individuals. The emphasis which these firms placed on
compensation and benefits may be summed up in the views expressed by the manager
of a small grocery business in St.Vincent. She said, “even though we have high
unemployment, many persons would prefer to remain on the block 33, rather than work
for a wage below what they consider reasonable.”

5.4.3.4. Multi-skilling/Multi-tasking
The practice of undertaking multiple tasks was considered vital by most employers
surveyed. However, those firms which were unionised complained that they had
experienced what they considered unreasonable demands from the unions in negotiating
wage rates for the application of multiple skills by their employees. An example of the
difficulty faced by unionised firms was articulated by an hotelier in Dominica who
objected emphatically to the reluctance of their unions to support management attempts
to get employees to perform multiple tasks. He was disturbed by the negative impact
this was having on the success of his business.
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5.4.3.5. Employee Satisfaction and Loyalty
Respondents identified employee satisfaction and loyalty as especially significant in
ensuring the success of their businesses. Most of those interviewed pointed out that
punctuality and general attendance rather than length of service, were the best
measurement indicators of employee satisfaction and loyalty. Managers and HR
practitioners advanced the view that length of service was more related to the high
unemployment rate and lack of opportunity for alternative work. In this regard, the
comments by two HR managers in leading Barbadian firms about the poor
transportation system and its affect on punctuality and attendance were replicated in the
OECS countries.

5.4.3.6. Strategic Human Resource Management
In the larger businesses, there was a general awareness of the importance of people
involvement at the earliest stage of business planning and development. However, the
HR practitioners were not satisfied that senior management sought after nor gave
sufficient credit to the views which they expressed. In the smaller firms, where
managers were much closer to staff, they consulted with key personnel as a matter of
course, when making new plans, without identifying the term strategic HRM in any
formal manner.

5.4.3.7. Recruitment and Selection
There was also general agreement on the need to select people who could identify with
the goals and objectives of the enterprise. In most cases this idea was linked to training
and development. In highlighting recruitment and selection difficulties, many
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respondents spoke about the reticence of employees in the BOECS to give direct
answers during job interviews. They considered this as part of the cultural peculiarities
of the region. Some of the larger businesses had introduced employee profiling as part
of the job interview process. This they considered a necessary adjunct to specific
knowledge tests which were also part of the recruiting methods.

5.4.3.8. Teamwork
Another practice also emanating from the introduction of TQM was the idea of
“teamwork”. Again this was more formally identified with the larger firms. When the
writer mentioned the concept in the smaller firms, it appeared that they endorsed and
practiced teamwork, without the any special identification of the term. The manager of a
chicken processing plant in Barbados said, “We needed to reach a certain standard in
preparation for ISO9000 certification. Without teamwork, it would be impossible to
even get near our goal.” A small hotelier in Anguilla, commented that her organisation
had pioneered the concept of teamwork on that particular island, but had never sought to
put a label to it.

5.4.3.9. Flexibility
There was a general refrain emanating from the larger firms, regarding the need for
greater flexibility in order to compete in the global economy. This chorus was especially
vehement from those manufacturing firms that were heavily unionised. They lamented
the fact that in many cases they had suffered losses or had been out-bid on contracts
because they had not been able to change specific procedures hurriedly, because of
union objections.
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5.4.3.10. Synopsis
In the responses as reflected above the main concentration was on, the linkages between
productivity, customer satisfaction and employee satisfaction. Employee Training and
Development stood out as the most crucial, with the Linking of Compensation and
Performance ranking next in importance. Increased Productivity, Multi-Skilling,
Employee Satisfaction and Commitment to the Organisation also ranked quite high.

5.4.4. Other Aspects of HRM
In a further effort to deduce the status of HRM in the BOECS, this study explored
additional areas as follows:

5.4.4.1. Actions that could be taken to achieve Competitive Advantage
Question B-10 of the mailed questionnaire provided a list of 42 items which were
associated with achieving competitive advantage.

A ranking of the first ten factors based on the mean scores of the responses to this
question is provided in the Table 5.9 below.
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Table 5.9
Descriptive Statistics
ACTIONS TO ACHIEVE COMPETITIVE ADVANTAGE
No Factor
1 Reduce differences in status
2 Promote corporate culture that emphasizes principles of quality
3 Encourage, recognize and reward employees for customer service and quality
4 Address poor performance effectively

Mean
4.09
4.06
4.02
3.97

5 Require continuous training/retraining of all employees
6 Identify high potential employees early and develop them quickly
7 Educate employees about how their work contributes to the company‟s success

3.94
3.92
3.92

8 Emphasize teamwork and team performance above individual performance
9 Communicate business directions, problems and plans to employees
10 Encourage, recognize and reward employees for business & productivity gains

3.89
3.82
3.81

5.4.4.2. The Five Most Significant Business Environmental Changes Impacting on
HRM
The third question dealt with the impact of global economic and environmental changes
on HR practices. In reply to the question posed, BOECS respondents considered, 1)
Globalisation, 2) Increased International Competition, 3) Information technology, 4)
The Heightened Focus on Total Quality/Customer Satisfaction and 5) Changing
Employee Values as the five most significant changes in the work environment which
would impact HR practices in the near future. (See Table 5.10) below.

Table 5.10
Five Most Significant Business Environmental Changes Impacting on HR
No

Issues

Score

%

1

Globalisation of the economy/breakdown of trade barriers

35

15.6

2

Increased national/international competition

30

13.3

3

More sophisticated information/communication/technology

28

12.4

4

Heightened focus on total quality/customer satisfaction

28

12.4

5

Changing employee values, goals and expectations, e.g., less
loyalty to current employer
Sub-total

26

11.6

147

65.3
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Five Most Significant Business Environmental Changes Impacting on HR
No
Other
Issues

Issues

Score

%

Increased reliance on automation/technology
Increased government regulations
Changing composition of the workforce with respect to gender, age
and/or ethnicity
Growth in non-traditional business structure, e.g., business
alliances, joint ventures, etc.
Changing attitudes of society towards business
Heightened concern about pollution and natural resources.
Inadequate skills of entrants to the workforce
Globalisation of corporate structure
Increased energy costs
Cross border application of employee rights
Fewer entrants to the workforce
Greater concern about the confidentiality of personal information

78
225

Total

34.7
100.0

Given that questions 1 and 3 were based on face to face interviews with one third, (i.e.
43/128) of the companies responding, the writer was in a position to form the view that
respondents were easily able to relate to and reply to the questions posed, as well as to
demonstrate familiarity with the issues. From the general information gathered, BOECS
business leaders appeared to be on track in terms of their acquaintance with modern HR
practices and demonstrated views quite similar to those of their counterparts in the
larger and the more complex industrialised countries of Europe and North America. It is
expected that further evidence of this awareness will be shown as the analysis
progresses.

5.4.4.3. How the HR Function is Most Commonly Identified
An indication of the importance of the HR or indeed any significant function in an
organisation is the designation of the individual or individuals charged with
responsibility for that function. (Huselid, 1995). Therefore, the titles attributed to the
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HRM function in BOECS companies, as reflected in the Table 5.11 below add weight to
the view that there is a substantial degree of consciousness regarding HR matters. As
the table points out, 39 percent of the 128 firms reporting indicated that the HR function
was the direct responsibility of a senior manager. In most other cases, the HR function
was specifically identified even though the individuals charged with that responsibility
performed other roles in conjunction with their HR functions.

Approximately 27 percent of the organisations reporting did not identify a specific HR
function. This 27 percent was identified directly with the approximately 30 percent of
the firms reporting which were classified as small (i.e., with fewer than 100 employees),
Appendix 6- Item 3.
Table 5.11
How HRM function is identified
HRM Titles
No Response
HR Manager/Director
Gen Manager/Administrator
Personnel Officer/Manager
HR Officer/HR Asst
Org & Dev Manager
Other –
Admin Asst/Controller/Asst VP HR/Office
Administrator/Director Operations and Public
Relations/HR and Customer Care, Asst GM,
etc.
Total

5.4.4.4.

Valid
Percent
27.4
39.3
5.1
8.5
5.1
1.7
12.8

100.0

Ways to Integrate HRM into the Company’s Planning Structure

In response to the request contained in Section C question 10 to indicate additional ways
to integrate HRM into the Company‟s planning structure BOECS businesses provided
the following four responses at Table 5.12 below:
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Table 5.12
Integrating HRM into the Company’s Planning Structure
1

5.4.4.5.

High levels of visibility and interaction among employees

2

Orienting new and re-orienting existing employees.

3

Introducing productivity audits.

4

Introducing Psychometric Testing.

Jobs Most Frequently Advertised

One of the tests attributed to the success of an organisation, is its ability to attract and
retain qualified personnel for its key jobs. (Lawler 111, 2000). Accordingly, BOECS
businesses were asked to identify the jobs which they advertised most frequently and
their experience in successfully recruiting desirable individuals to fill the vacancies.

An analysis of the response to this query produced the results as tabulated below at
Table 5.13 below, which suggests that BOECS business have no difficulties in
recruiting qualified individuals for their advertised positions. As would be expected, the
more senior jobs produced fewer qualified applicants. However, this is an important
aspect of the conditions in the BOECS region, where there is high unemployment and
where employers have little difficulty in filling vacancies except in certain new areas
such as information systems specialists. Because of this as discussed elsewhere in the
study, employees hold on to their jobs even if dissatisfied with working conditions.
Consequently, these conditions negate the use of employee turnover as a deciding
feature of the study when comparing the approach used by Huselid, (1995) et al.
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Table 5.13
Most Frequently Advertised Jobs
Position

No of Qualified
Applicants for Each
Position
63

1

Clerical/Entry Level

2

General Workers

46

3

Artisans/Technicians

31

4

Professionals, Engineers, Accountants

21

5

Supervisors

11

6

Sales Representatives

5

7

Junior Executives

4

8

Senior Executives

3

Totals
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5.4.4.6. Strategic Focus of BOECS Business Enterprises
A major aspect of the current theme which devolves from the discussions and
arguments about HR is its integration into the overall strategic planning and policies of
the organisation. (Goddard and Delaney, 2000). At one end of the spectrum is the
outdated control approach in which people in the workplace are taken for granted and
plans for their utilisation considered only after other critical factors have been decided.
However, the emerging trend is for people to be treated as a significant scarce resource,
to be valued, encouraged and developed as integral to the corporate decision making
process. (Ulrich, 1997). This modern approach is considered to provide a greater source
of competitive advantage for the firm because of the anticipated rewards resulting from
addressing people issues in a proactive rather than reactive manner.
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5.4.4.7. Strategic Priorities
Businesses were also asked to indicate the relative importance they placed on the three
items of key strategic significance. Table 5.14 below summarises the responses,
showing the ranking given to each.

Table 5.14
Strategic Priorities
Item

Rating %

Operational excellence (efficiency, being a low cost, lean operation)

42

Product leadership, innovation (looking outward for new ideas,
technologies, products, being first to market)
Customer intimacy (concentrating on a lifelong relationship with a chosen
group of customers and offering solutions their problems)
Total

34
24
100

What this table shows is that on average, those businesses responding considered
operational excellence highest in order of relative importance with a ranking of 42
percent, followed by Product Leadership and Innovation with 34 percent of time and
resources being allocated. Customer Intimacy was also considered of strategic
importance, attracting 24 percent of time and resources.

The foregoing responses provide a reasonably reliable picture of the general views of
BOECS business leaders on strategic human resource practices. In addition, their
identification of the Crucial HR practices needed to gain competitive advantage
indicates that BOECS business leaders are well aware of the strategic imperatives which
are impacting on modern businesses.
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5.4.4.8. Considerations not Covered by Specific Questions in the Questionnaire
In order to round off the study, respondents were asked to indicate any areas which they
considered important to the embodiment of HR improvements, but which were not
covered specifically in the research instrument. The responses were tabulated and
provided the following additional items.

Table 5.15
Addendum - Significant HR Issues Not Otherwise Covered
Absenteeism.
Employment Rights Legislation
HRM as an instrument in providing a more harmonious industrial relations climate
Impact of government ownership and inspection of party political considerations has
an adverse effect in employer attitudes, tending to undermine commitment to a secure
business objective.
Labour Management Issue. Trade Union role in drive for integration.
Separation or termination and the termination interview which would follow.
Superstition
The Company's understanding and recognition of the need for succession planning.
The Impact of AIDS on the work force .
Level of distrust and feeling of impotence against a more powerful agenda.
There needs to be a study to determine how shift / night work affects people socially
and their attitude towards their job.

It is the writer‟s view that the above issues would serve admirably for the subject matter
of additional research in HRM in the BOECS, the entire Caribbean region and beyond.

5.4.5. Summary of Qualitative Analysis
The foregoing qualitative analysis serves to highlight the approach by BOECS
employers to HR practices in their respective firms. There would seem to be significant
awareness of modern HR issues as described in the literature review. It would also
appear that BOECS businesses are making a concerted effort to employ many of the
more recognised practices in their organisations. In the main, they have equipped
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themselves with qualified and trained HR personnel and they have also incorporated HR
into their strategic planning.

Accordingly, this study proceeds from this base to examine in greater depth the effect of
the HR functions employed in the BOECS firms, by applying the tools of correlation,
cross tabulation, data reduction and regression to assess quantitatively the research
questions and related hypotheses introduced earlier in the thesis in Chapters 3 and 4.

5.5.

Quantitative Analyses and Interpretation of Results

5.5.1. Research Questions and Hypotheses
In chapter 3 this study introduced the key research questions and hypotheses central to
the venture. Subsequently, having operationally defined the elements of the respective
variables, conducted the research and reviewed the general, descriptive and qualitative
results, the next step in the process was to subject the data obtained from the surveys, to
quantitative analysis.

The objectives of these analyses were to assess whether the use of EPPS within BOECS
companies was linked with a significant improvement in employee performance and the
overall business performance of the companies involved in the study. At the same time
the study attempted to consider the impact which the moderating variable, unionisation,
had on the overall findings. Quantitative analysis, conducted in order to establish
whether the relevant data supported these hypotheses, or otherwise, are reported and
discussed below.
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Specifically, this section will seek to cover the research questions and corresponding
hypotheses, which deal with the following:

1. The relationship between the application of EPPS and Increased Employee
Commitment.
2. The relationship between the application of EPPS and Increased Employee
Productivity.
3. The relationship between the application of EPPS and Enhanced Business
Performance.
4. The effect of Employee Commitment on Business performance.
5. The effect of Employee Productivity on Business performance.
6. The effect of Unionization on Employee Commitment.
7. The effect of Unionization on Employee Productivity.
8. The effect of Unionization on Enhanced Business Performance.
9. How the extent of HR practices may be affected by the presence of labour
unions in the BOECS.
10. The influence of business type on the application of EPPS by firms in the
BOECS.
11. The relationship between the awareness of the ideas of EPPS and their actual
application.

5.5.2. Analyses
It will be recalled from Chapter 4.2.4 that the variables identified in this study were the
following:



Effective People Performance Strategies (EPPS), the independent variable,



Enhanced Willingness/Ability to Work (EW/AW), the intervening or mediating
variable,
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Impact of Labour Unions/Industrial Relations Influences (UN), the moderating
variable,



Improved Employee Outcomes (IEO), the intervening/dependent variable and



Enhanced Business Performance (EBP), the dependant variable.

This study was also able to provide evidence as to the validity of the perceptual
organisational performance measure using actual financial data from a sub-sample of 25
of the 128 firms responding to the information requested. These twenty-five (25) firms
representing approximately 20 percent of the 128 responding, included five of the nine
electric utilities, were selected from among the largest of the business organisations
listed in the survey and the numbers allocated to each country were on a pro rata basis
of those firms responding. (Appendix 6- Item 15).

The financial information was readily available from those companies listed on the
Securities Exchanges in Barbados, Trinidad & Tobago and Jamaica or covered in a
special study prepared annually by Ernst & Young. (Ernst & Young Caribbean, 1999,
2000, 2001)34. However, the unlisted companies or those not included in the Ernst &
Young study were asked to supply the relevant financial information directly to the
researcher. These evidential data were correlated with the corresponding perceptual
information provided in the questionnaire and the correlation of these two related items
of information proved statistically significant as shown in Table 5-16 below.
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Table 5-16
Correlation Results of Actual vs. Perceptual Company Performance
Item
R
Df
P
Actual vs. reported change in
.605
25 .001 Significantly
sales
related
Actual vs. reported change in
.663
26 .001 Significantly
liquidity ratios
related
Actual vs. reported change in
.542
26 .001 Significantly
profitability
related

This positive correlation at the 99 percent confidence interval indicates that it is very
likely that the perceptual organisational performance data is moving in the same
direction as the actual organisational performance results. However, this study
recognises that the statistically significant showing, as indicated above, may not be
sufficiently robust to support the general validity of the organisational performance
measures reported by questionnaire respondents.

The process also included tests to compare specific segments of the overall results of the
data provided from personal observation of the respondents to the questionnaires; the
profiles of these firms along various organizational dimensions, including, firm size, age
of the business, operating activity. The results did not differ significantly between the
various sub-samples.

5.5.3. General Application of EPPS
Factor Analysis: Following the route taken by Huselid, (1995) this study next
subjected to factor analysis, the standard score of each of the twenty-one items referred
to above in relation to the independent variable Effective People Performance
Strategies, using principal component extraction with varimax rotation. In this process,
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two factors were specified, which is a variation from the specific approach used by
Huselid (1995 and is explained below.

After attempting various factor analyses, this study stipulated that the SPSS programme
should extract only two factors based on multiple criteria. These included (a)
eigenvalues greater than 1; (b) visual inspection of the scree plot; and (c) 3 item
loadings of at least .4 on each (rotated) factor; (Kline, 1993). Only the first two factors
met all of the three criteria. Furthermore, each succeeding factor extracted little
additional variance. The rotated solution, including those items that loaded highly and
unambiguously on each factor, i.e. (.40) or higher was as shown in Table 5-17 below.

The scree plot referred to above is shown at Fig. 5-1 below. In addition the entire
solution when the number of factors was not specified, including the scree plot is shown
at Appendix 6, Item 6-26 (a) (b) and (c).
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Fig. 5-1
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Table 5-17
Factor Structure of Effective People Performance Strategies
Questionnaire Items

1

Human Resource Strategy and Organisational Structures
What is the extent to which HRM is integrated into your company‟s business
strategy? (c-1)
What is the extent to which HRM is integrated into your company‟s development of
policy ? ( c-2)
What is the extent to which HRM is integrated into your company‟s consideration of
employee interests? (c-9)
What is the extent to which HRM is integrated into your company‟s hiring the right
people ? (c-6)
What is the extent to which HRM is integrated into your company‟s conciliation ? (c5)
What is the extent to which HRM is integrated into your company‟s compensation &
benefits? (c-7)
What is the extent to which HRM is integrated into your company‟s auditing &
controlling function ? (c-4)
Which of the following promotion decision rules do you use most often? (a) merit or
performance rating alone; (b) seniority only if merit is equal; (c) seniority among
employees who meet a minimum merit requirement; (d) seniority alone (c-12)
What is the extent to which HRM is integrated into your company‟s disciplinary
procedures ? ( c- 3)
What is the average number of hours training received by a typical employee yearly?
(c-11)

2 Alpha
.85

.890

.168

.840

.276

.772

.361

.753

.358

.692

.328

.604

.554

.501

.124

.487

-.116

.451

.382

.288

-0.001

Employee Welfare, Motivation and Skills

.71

What is the proportion of the workforce who are administered attitude surveys on a
regular basis? (c – 14d)
What is the proportion of employees who are included in formal information sharing
programmes? (c-14a)
What is the proportion of the worforce who participate in QWL programmes? (c 14e)
What proportion of the workforce receives formal performance appraisal? (c-14j)
What is the extent to which HRM is integrated into your company‟s fulfilment of
legal & stat obligations ? (c-8)
What is the proportion of the workforce whose jobs have been subjected to formal
job analysis? (c-14b)
What is the proportion of the workforce who have access to a formal grievance
procedure? (c – 14g)
What is the proportion of non-entry level jobs that have been filled from within in
recent years? (c- 14c)
What is the proportion of the workforce who have access to company incentive
plans? (c – 14f)
What proportion of the workforce is administered an employment test prior to hiring?
(c – 14h)
What is the proportion of the workforce whose performance appraisals are used to
determine their compensation? (c - 14i)

-0.076

.644

.163

.641

.138

.598

.223
.313

.587
.575

.245

.569

-.163

.521

.114

.494

.226

.397

.134

.367

.236

.359

Eigenvalue
Proportion of variance accounted for

4.701
22.388

4.071
19.386

Bold type indicates that the associated question loaded unambiguously at .40 or greater on a
single factor.

The first factor reflected the earlier discussion on the emphasis of the study on the
strategic approach to HR. The components of the factor included mainly those practices
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which dealt with the strategic intent of the business such as the overall planning and
direction, the development of the policies and practices of the organisation in relation to
the hiring and general concerns of the workforce. It therefore seemed appropriate to
label this factor “Human Resource Strategy and Organisational structures”. The
Cronbach‟s alpha in this case was .85 and the eigenvalue and proportion of variance
accounted for, being, 4.701 and 22.388% respectively.

The components of the second factor focused upon strategies and actions taken by
organisations to develop staff and engage them with the business, including the
conducting of employee attitude surveys, the techniques of exchanging information
between management and employees. Additionally, the information sharing practices
included such devices as newsletters and information exchange meetings between
management and employees. This factor also embraced such initiatives and practices as
quality of worklife programmes, the practice of rewarding employees through
adherence to formal performance appraisals, compliance with legal and statutory
obligations towards employees, the determination of work assignments to employees
through formal job analysis, opportunities for employee voice through grievance
procedures and a degree of security through promotions from within. There was also
provision for incentive plans to enhance employee benefits, employee tests prior to
hiring and compensation tied to formal performance appraisal results. Accordingly, this
factor was titled “Employee Welfare, Motivation and Skills”. In this case the
Cronbach‟s alpha was .71 while the eigenvalue and proportion of the variance
accounted for were 4.071 and 19.386% respectively.
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This study recognises the limitation implied by the reality that the two factors represent
about 42% of the variance and therefore the majority of the variance (i.e., 58%) is still
not accounted for. Thus, even allowing for error in measurement, it is very likely that
some issue(s) not included in the questionnaire could account for a substantial amount
of additional variance. This is a possibility in research of this nature.

5.5.4. Assessing the Relationship
Examination of the Data: Having established the two factors derived through the
factor analysis, the next step in the sequence was to examine these data together with
the elements of the intervening, moderating and dependent variables in order to
determine possible relationships of statistical significance as specified by the aims and
objectives of the study, the research questions put forward earlier and the hypotheses
which were introduced to respond to the research questions. They are all detailed under
8 appropriate subheadings in the remainder of this section.

1.

The Relationship between EPPS and Improved Employee
Outcomes

At this stage, the study turned its focus to the research question that sought to examine
the possible association between EPPS and Improved Employee Outcomes. This
research question was stated as follows:
What is the relationship, if any, between the application of EPPS (as
previously defined) and Improved Employee Outcomes in the business
organizations in the BOECS?

This research question was addressed by the following hypotheses:
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Hypothesis 1: The strategic application of HR practices in firms in the BOECS
will be positively related to Improved Employee Outcomes as assessed by
Increased Employee Commitment in these organisations.
Hypothesis 2: The strategic application of HR practices in firms in the BOECS
will be positively related to Improved Employee Outcomes as assessed by
Increased Employee Productivity in these organisations.

In order to test the relationships, the original factor scores for each of the items
representing the independent variable were first correlated with the two identified
elements of the intervening variable, Improved Employee Outcomes, viz., Increased
Employee Commitment/loyalty to the firm and Increased Employee Productivity.
These two elements were first taken individually and then combined as one composite
variable. The results are detailed in Table 5-18a below.

Table 5-18a
Correlations
HR Strategy and
Organisational
Structures
Employee
Commitment

Pearson
Spearman

Employee Welfare,
Motivation & Skills

.359**
.397**

.327*
.346**

Employee
Pearson
.421**
Productivity
Spearman
.389**
Employee
Outcomes
Pearson
.501**
Composite
Spearman
.473**
**. Correlation is significant at the 0.01 level (2-tailed).
*. Correlation is significant at the 0.05 level (2-tailed).

.385**
.397**
.333*
.367**

As may be seen from Table 5-18a above the relationship between Factor 1, Human
Resource Strategy and Organisational Structures and Increased Employee
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Commitment, was shown to be statistically significant with a Pearson correlation of
.359 at p ≤ .01 and a Spearman correlation of .397 at p ≤ .01.

Further, the relationship between Factor 2, Employee Welfare, Motivation and Skills,
and Increased Employee Commitment was also shown to be statistically significant
with a Pearson Correlation of .327 at p ≤ .05 and a Spearman correlation .346 at p ≤ .01.

Similarly, the relationship between Factor 1, Human Resource Strategy and
Organisational Structures and Increased Employee Productivity, was shown to be
statistically significant with a Pearson correlation of .421 at p ≤ .01 and a Spearman
correlation of .389 at p ≤ .01.

In addition, the relationship between Factor 2, Employee Welfare, Motivation and
Skills, and Improved Employee Productivity was also shown to be statistically
significant within a 95% confidence interval, with a Pearson Correlation of .385 at p ≤
.01 and a Spearman correlation .397 at p ≤ .01.

To complete the correlation process with regard to Factor 1, HR Strategies and
Organisational Structures with the composite variable, Improved Employee Outcomes,
table 5-18a details the relationship, showing it to be statistically significant with a
Pearson correlation of .501 at p ≤ .01 and a Spearman correlation of .473 at p ≤ .01.

Further, the relationship between Factor 2, Employee Welfare, Motivation and Skills,
and the composite Improved Employee Outcomes was also shown to be statistically
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significant with a Pearson Correlation of .333 at p ≤ .05 and a Spearman correlation
.367 at p ≤ .01.

The above results provide some support for the premise that a strategic application of
HR practices is positively associated with Improved Employee Outcomes in companies
in the BOECS. However, Field, (2000), et al have noted that whereas the correlation of
two variables may indicate a relationship, mere correlation is not sufficient of itself to
specify the degree and impact of that relationship. Therefore, in order to assess more
fully the assertion, that there is a positive relationship between the application of EPPS
and Improved Employee outcomes, the study incorporated into the process, a regression
of Factors 1 and 2 referred to above with those three aspects of the Intervening Variable,
Improved Employee Outcomes, viz., Employee Commitment, Employee Productivity
and their composite, controlling for Country of Origin, Age of the Organisation, Size of
the Organisation and the Type of Business Activity. The results of this regression
exercise are shown at, Tables 5-19a, 5-19b and 5-19c below. It may be observed that the
variance accounted for is very small. Nevertheless, where the change is shown to be
statistically significant it serves to reinforce the impact of the independent variable on
the corresponding dependent variable.
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Table 5-19a
Results of Regression Analysis of Employee Commitment/Loyalty

(Constant)
COUNTRY OF ORIGIN
AGE OF
ORGANIZATION
FIRM SIZE
TYPE OF BUSINESS
Factor 1 - HR Strategy
& Org Structures
Factor 2 – Emplyee
Welfare, Motivation &
Skills

R²
∆ R²
F for ∆ R²
Sig.
N

Model 1
B
s.e.
3.169** 0.425
0.038 0.044
-0.060
0.081
0.021

0.050
0.121
0.052

Model 2
B
s.e.
3.416** 0.517
0.043 0.049
-0.087
0.151
-0.007

0.058
0.138
0.067

0.332

0.130

Model 3
B
s.e.
3.318** 0.521
0.088 0.050
-0.074
0.103
-0.019

0.310
0.021
0.552
0.698
106

0.058
0.140
0.067

0.126

Model 4
B
s.e.
3.306**
0.495
0.068
0.048
-0.079
0.114
0.007

0.055
0.133
0.064

0.313

0.124

0.291

0.120

0.182

0.175

0.271*

0.161

0.154

0.250

2.175
0.072
106

2.078
0.084
106

2.977
0.015
106

* p < 0.02
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy &
Org Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1
and F2 (Model 4) are added to Model 1. The impact of Effective People Performance Practices as
typified by Factors 1 & 2 may be considered to be underestimated because the control variables are
not held constant, but are allowed to vary as the model changes.

Table 5-19a above shows the regression results for Employee Commitment. There was
a marked change in R², from.021 in model 1 to .182 and .175 in models 2 and 3
respectively and to .271 when factors 1 & 2 were introduced together in model 4. The
relationship between the independent variables, Factor 1) HR Strategy & Organisational
Structures and Factor 2) Employee Welfare, Motivation and Skills and the dependent
variable Employee Commitment was not significant when applied to models 2 and 3
separately. However, the relationship proved to be significant when Factors 1 and 2
were introduced together in model 4 with p < .02. F tests taken for models 2 and 3
separately were not significant. However when taken together for model 4, they were
significant.
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Table 5-19b
Results of Regression Analysis of Employee Productivity

Variables
(Constant)

Model 1
B
s.e.

Model 2
B
s.e.

Model 3
B
s.e.

Model 4
B
s.e.

2.333** 0.291 2.742** 0.333 2.855** 0.373 2.714** 0.326

COUNTRY OF ORIGIN

0.045 0.030

0.008 0.031 -0.028 0.037

0.012 0.032

AGE OF ORGANIZATION

0.011 0.034

0.008 0.037

0.019 0.037

FIRM SIZE

0.003 0.042

-0.130 0.083 -0.154 0.089 -0.094 0.100 -0.133 0.088

TYPE OF BUSINESS
FACTOR 1 - HR STRATEGY & ORG
STRUCTURES
FACTOR 2 – EMPLOYEE WELFARE
MOTIVATION & SKILLS

0.015 0.035 -0.018 0.042 -0.037 0.047 -0.019 0.041

R²

0.054

0.277**

0.088

0.321**

∆R²
F for ∆R²

1.449

0.223ª
3.908

0.034ª
0.987

0.267ª
3.943

Sig.

0.223

0.004

0.435

0.003

0.321** 0.079

0.319 0.077
0.151 0.093 0.146* 0.081

N
106
106
106
106
* p < 0.004; **p < 0.003
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy &
Org Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1
and F2 (Model 4) are added to Model 1. The impact of Effective People Performance Practices as
typified by Factors 1 & 2 may be considered to be underestimated because the control variables are
not held constant, but are allowed to vary as the model changes.

Table 5-19b shows the regression results for Employee Productivity. There was a
marked change in R², from .054 in model 1 to .277 and .088 in models 2 and 3
respectively and to .321 when factors 1 & 2 were introduced together in model 4. The
relationship between the independent variable, Factor 1) HR Strategy & Organisational
Structures and the dependent variable Employee Productivity was significant when
applied to model 2 separately ( p< 0.004).

However, this was not the case with Factor 2, Employee Welfare, Motivation and Skills
when applied to Model 3 separately. Notably, the significance was evident and even
stronger than in Model 2, when Factors 1 and 2 were introduced into the equation
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together in model 4, showing p< 0.01). Similarly, F tests taken together for each of
models 2 and 4 were also significant.

Table 5-19c
Results of Regression Analysis of Composite Improved Employee Outcomes

(Constant)
COUNTRY OF ORIGIN
AGE OF ORGANIZATION
FIRM SIZE
TYPE OF BUSINESS
Factor 1 - HR Strategy & Org
Structures
Factor 2 – Emplyee Welfare,
Motivation & Skills

R²
∆ R²
F for ∆ R²

Model 1
B
s.e.
6.549** 0.705
0.100 0.074
-0.082 0.083
-0.052 0.201
0.100 0.087

Model 2
B
s.e.
7.771** 0.794
0.004 0.076
-0.151 0.089
-0.028 0.213
0.020 0.103
0.754

Model 3
B
s.e.
7.606** 0.845
0.095 0.081
-0.125 0.094
-0.118 0.227
-0.016 0.109

0.200
0.553

0.036

0.204

Model 4
B
s.e.
7.579** 0.747
0.048 0.073
-0.136 0.083
-0.093 0.201
0.043 0.097
0.721

0.188

0.509

0.181

0.266**

0.176

0.369**

0.230

0.140

0.333

0.945
3.544
2.092
4.687
Sig.
0.441
0.008
0.082
0.001
N
106
106
106
106
**p < 0.001
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy & Org
Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1 and F2
(Model 4) are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 may be considered to be underestimated because the control variables are not held constant,
but are allowed to vary as the model changes.

Table 5-18c above shows the regression results for the composite of (Employee
Commitment & Employee Productivity), viz., Improved Employee Outcomes. There
was a marked change in R², from.036 in model 1 to .266 and .176 in models 2 and 3
respectively and to .369 when factors 1 & 2 were introduced together in model 4. The
relationship between the independent variable, Factor 1) HR Strategy & Organisational
Structures and the dependent variable Improved Employee Outcomes was significant
when applied to model 2 separately ( p< 0.01).. However, this was not the case with
Factor 2) Employee Welfare, Motivation and Skills when applied to Model 3 separately.
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Notably, the significance was again evident and even stronger than in Model 2, when
Factors 1 and 2 were introduced into the equation together in model 4, showing p<
0.01). Once more, F tests taken together for each of models 2 and 4 were also
significant.

As may be seen from the tables above, each of the Effective People Performance
Strategy Factors exerted some degree of positive influence on Improved Employee
Outcomes when entered sequentially to the complete specification for each succeeding
model. Thus, the results reinforced the foregoing observation that Factor 1, HR Strategy
& Organisational Structures and Factor2, Employee Welfare, Motivation and Skills
were together positively related to Improved Employee Outcomes in a statistically
significant manner, according to established convention and further, that the control
variables, viz., country of origin, age, company size and business category did not
appear to exert any statistically notable effect on the correlation. Accordingly, the
regression exercise provides substantial corroboration of the statistical significance of
the positive relationship outlined in Hypotheses 1 & 2, viz., that,

The strategic application of HR practices in firms in the BOECS will be
positively related to Improved Employee Outcomes in these organisations as
assessed by Increased Employee Commitment and Increased Employee
Productivity.

What is also clear, is that of the two elements, Factor 1, HR Strategy and Organisational
Structures and Factor 2, Employee Welfare, Motivation and Skills, the first factor is the
more important, with the second factor appearing to „top up‟ the overall significance of
the two factors. The study tracks this trend throughout these quantitative analyses.
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2.

The Relationship between EPPS and Enhanced Business
Performance

The study subsequently sought through a process similar to that immediately above, to
establish whether there was any statistical significance between Effective People
Performance Strategies (EPPS) and Enhanced Business Performance (EBP). It may be
recalled that the research question posed in this regard was as follows:



What is the relationship, if any between the application of EPPS (as previously
defined) and Enhanced Business Performance in the business organizations
in the BOECS ?

This research question was addressed by the following hypotheses, which stated that,

Hypothesis 3: The strategic application of HR practices in firms in the BOECS
will be positively related to their enhanced performance, as assessed by long
run profitability.
Hypothesis 4: The strategic application of HR practices in firms in the BOECS
will be positively related to their enhanced performance, as assessed by growth
in revenues.
Hypothesis 5: The strategic application of HR practices in firms in the BOECS
will be positively related to their enhanced performance, as assessed by
improved financial strength.
Hypothesis 6: The strategic application of HR practices in firms in the BOECS
will be positively related to their enhanced performance, as assessed by
improved public image and goodwill.
Hypothesis 7: The strategic application of HR practices in firms in the BOECS
will be positively related to their enhanced performance, as assessed by
improved products or service quality.
Accordingly, in order to test the relationship, the original factor scores for each of the
items representing the independent variable were first correlated with the dependent
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variable, Enhanced Business Performance. As may be seen from Table 5-20 below,
there was significant correlation between Factor 1, HR Strategy & Organisational
Structures and three of the five elements of Enhanced Business Performance, viz.,

Growth in Revenues,
Financial Strength and
Public Image.

Table 5-20
Correlation of Factor 1, HR Strategy & Organisational Structures
with Enhanced Business Performance
Enhanced Business
Performance
Item
Long Run Profitability

Growth in Revenues
Financial Strength
Public Image
Product Quality

Type of
Correlation
Pearson
Spearman
Pearson
Spearman
Pearson
Spearman
Pearson
Spearman
Pearson
Spearman

Factor 1
Sig.
P.
.245 .069
.232 .085
.299 .025
.272 .043
.346 .010
.373 .006
.319 .014
.322 .013
.209 .111
.239 .068

However, there were no items shown to be significantly correlated between Factor 2,
Employee Welfare, Motivation and Skills and EBP. (Table 5-21 below provides the
details)
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Table 5-21
Correlation of Factor 2, Employee Welfare, Motivation & Skills
with Enhanced Business Performance
Enhanced Business
Performance
Item
Long Run Profitability

Growth in Revenues
Financial Strength
Public Image
Product Quality

Type of
Correlation
Pearson
Spearman
Pearson
Spearman
Pearson
Spearman
Pearson
Spearman
Pearson
Spearman

Factor 2
Sig.
P.
.150 .268
.181 .182
-.078 .568
-.070 .609
.125 .369
.171 .216
.106 .425
.125 .346
.128 .333
.249 .057

The study proceeded to apply the argument advanced above regarding the possible
limitations of the correlation results. Therefore, it was once again considered necessary
to test this relationship further and incorporate into the process, a regression of Factors 1
and 2 referred to earlier, while controlling for Country of Origin, Age of the
Organisation, Size of the Organisation and the Type of Business Activity. The results of
this regression exercise are shown below for each variable at Tables 5-22a, 5-22b, 522c, 5-22d, 5-22e & 5-22f for Long Run Profitability, Growth in Revenues, Financial
Strength, Public Image and Goodwill, Improved Product or Service Quality and Overall
Corporate Performance respectively.
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Table 5-22a
Results of Regression Analysis of
Dependent Variable: LONG RUN PROFITABILITY
Variables
Model 1
Model 2
Model 3
Model 4
B
s.e.
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.230** 0.360 2.034** 0.469 2.128** 0.484 2.027** 0.474
COUNTRY OF ORIGIN
0.007 0.037
0.051 0.045
0.032 0.049
0.046 0.048
AGE OF ORGANIZATION
-0.018 0.042 -0.034 0.052
-0.042 0.055
-0.032 0.054
FIRM SIZE
-0.064 0.104
0.025 0.130
0.069 0.135
0.030 0.133
TYPE OF BUSINESS
0.068 0.046
0.066 0.062
0.048 0.064
0.066 0.063
Factor 1 - HR Strategy & Org Structures
Factor 2 - Emplyee Welfare, Motivation &
Skills

R²
∆ R²
F for ∆ R²

0.220 0.113

0.028
0.649
0.629
95

0.219 0.114
0.039 0.121

0.036 0.118

0.106

0.038

0.108

0.078

0.010

0.080

1.144
0.350
95

0.378
0.861
95

0.951
0.469
95

Sig.
N
**p < 0.001
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy & Org
Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1 and F2
(Model 4) are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 may be considered to be underestimated because the control variables are not held constant,
but are allowed to vary as the model changes.

Table 5-22a shows the regression results for Long Run Profitability. As indicated, there
was a modest positive change in R², from .028 in model 1 to .106 and .038 in models 2
and 3 respectively as well as to .108 when factors 1 & 2 were introduced in model 4.
However, the relationship between the independent variables, 1) HR Strategy &
Organisational Structures and 2) Employee Welfare, Motivation and Skills and the
dependent variable Long Run Profitability was not significant when applied to models 2
and 3 separately, nor together, in model 4. Furthermore, F tests taken together for each
model were also not significant.
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Table 5-22b
Results of Regression Analysis of Dependent Variable: GROWTH IN REVENUES
Model 1
Model 2
Model 3
Model 4
B
s.e.
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.553** 0.378 2.643** 0.4916 2.785** 0.508 2.668** 0.4909
COUNTRY OF ORIGIN
0.024 0.039
0.032
0.047
0.035 0.051
0.051
0.050
AGE OF ORGANIZATION
-0.089* 0.044 -0.114*
0.055 -0.136* 0.058 -0.124*
0.056
FIRM SIZE
0.100 0.109
0.204
0.136
0.221 0.141
0.183
0.137
TYPE OF BUSINESS
-0.033 0.047
-0.065
0.065
-0.085 0.067
-0.065
0.065
Factor 1 – HR Strategy & Org
Structures
0.258
0.117
0.261
0.117
Factor 2 – Emplyee Welfare,
Motivation & Skills
-0.128 0.127
-0.136
0.122
Variables

R²
∆ R²
F for ∆ R²

0.057

0.228**

0.168

0.248*

0.171

0.111

0.191

1.388
2.833
1.939
2.579
Sig.
0.244
0.025
0.105
0.030
N
97
97
97
97
*p < 0.03
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy & Org
Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1 and F2
(Model 4) are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 may be considered to be underestimated because the control variables are not held constant,
but are allowed to vary as the model changes.

Table 5-22b shows the regression results for Growth in Revenues. It indicates that, there
was a noticeable change in R², from .057 in model 1 to .228 and .168 in models 2 and 3
respectively and to .248 when factors 1 & 2 were introduced in model 4. In this case the
change when Factor 1, HR Strategy & Organisational Structures was added in Model 2
was significant. Noticeably, when Factor 2, Employee Welfare, Motivation and Skills
was added in Model 3, the change in R² was not significant. However, when both
Factors 1 and 2 were introduced together in Model 4, the change in R² was again
significant. F tests taken for each of models 2 and 4 were also significant.
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Table 5-22c
Results of Regression Analysis of Dependent Variable: FINANCIAL STRENGTH
Model 1
Model 2
Model 3
Model 4
B
s.e.
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.048** 0.378 2.161* 0.502 2.253** 0.535 2.115** 0.512
COUNTRY OF ORIGIN
0.012 0.039
0.013 0.046
-0.012 0.052
0.003 0.050
AGE OF ORGANIZATION
-0.003 0.044
0.000 0.055
-0.006 0.059
0.008 0.057
FIRM SIZE
0.084 0.108
0.090 0.133
0.148 0.142
0.105 0.136
TYPE OF BUSINESS
0.014 0.047 -0.014 0.063
-0.036 0.066
-0.012 0.064
Factor 1 – HR Strategy & Org
Structures
0.278 0.115
0.280 0.116
Factor 2 - Emplyee Welfare,
Motivation & Skills
0.069 0.136
0.077 0.130
Variables

R²
∆ R²
F for ∆ R²

0.009

0.135

0.030

0.142

0.126

0.021

0.133

0.200
1.435
0.288
1.237
Sig.
0.937
0.230
0.917
0.306
N
90
90
90
90
**p < 0.001
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy & Org
Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1 and F2
(Model 4) are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 may be considered to be underestimated because the control variables are not held constant,
but are allowed to vary as the model changes.

Table 5-22c shows the regression results for Financial Strength. In this table, there was
a noticeable change in R², from .009 in model 1 to .135 and .030 in models 2 and 3
respectively and to .142 when factors 1 & 2 were introduced in model 4. However, the
relationship between the independent variables, 1) HR Strategy & Organizational
Structures and 2) Employee Welfare, Motivation and Skills and the dependent variable
Financial Strength was not significant, neither when applied to models 2 and 3
separately, nor when Factors 1 and 2 were introduced into the equation together, in
model 4. Furthermore, F tests taken together for each model were also not significant.
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Table 5-22d
Results of Regression Analysis of Dependent Variable: PUBLIC IMAGE & GOODWILL
Variables
Model 1
Model 2
Model 3
Model 4
B
s.e.
B
s.e.
B
s.e.
B
s.e.
(Constant)
3.022** 0.277 3.034** 0.344 3.104**
0.356 3.031** 0.348
COUNTRY OF ORIGIN
-0.033 0.029
-0.010 0.032
-0.021
0.035
-0.013 0.034
AGE OF ORGANIZATION
-0.026 0.032
-0.039 0.038
-0.046
0.040
-0.037 0.039
FIRM SIZE
-0.059 0.080
0.005 0.092
0.027
0.096
0.007 0.094
TYPE OF BUSINESS
-0.042 0.035
-0.066 0.044
-0.075
0.045
-0.066 0.044
Factor 1 – HR Strategy & Org
Structures
0.164 0.081
0.164 0.082
Factor 2 - Emplyee Welfare,
Motivation & Skills
0.018 0.0886
0.015 0.086

R²
∆ R²
F for ∆ R²

0.047

0.152

0.084

0.152

0.105

0.037

0.105

1.210
1.828
0.941
1.499
Sig.
0.312
0.124
0.462
0.198
N
103
103
103
103
**p < 0.001
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy & Org
Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1 and F2
(Model 4) are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 may be considered to be underestimated because the control variables are not held constant,
but are allowed to vary as the model changes.

Table 5-22d shows the regression results for Public Image & Goodwill. As in the prior
table, there was once more a noticeable change in R², from .047 in model 1 to .152 and
.084 in models 2 and 3 respectively and to .152 when factors 1 & 2 were introduced in
model 4. Once again the relationship between the independent variables, 1) HR Strategy
& Organisational Structures and 2) Employee Welfare, Motivation and Skills and the
dependent variable Public Image was not significant, neither when applied to models 2
and 3 separately, nor when Factors 1 and 2 were introduced into the equation together in
model 4. F tests taken together for each model were also not significant.

194

Table 5-22e
Results of Regression Analysis of Dependent Variable: PRODUCT QUALITY
Model 1
Model 2
Model 3
Model 4
B
s.e.
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.706**
0.27 3.175** 0.334 3.214** 0.337 3.163** 0.335
COUNTRY OF ORIGIN
-0.008 0.028
-0.033 0.031
-0.048 0.033
-0.042 0.033
AGE OF ORGANIZATION
0.021 0.032
0.005 0.037
0.004 0.038
0.010 0.038
FIRM SIZE
-0.112 0.077
-0.131 0.089
-0.109 0.091
-0.122 0.090
TYPE OF BUSINESS
0.003 0.033
-0.031 0.042
-0.038 0.043
-0.031 0.042
Factor 1 – HR Strategy & Org
Structures
0.116 0.079
0.115 0.079
Factor 2 - Emplyee Welfare,
Motivation & Skills
0.065 0.084
0.063 0.083
Variables

R²
∆ R²
F for ∆ R²

0.023

0.105

0.078

0.116

0.082

0.055

0.093

0.577
1.203
0.868
1.090
Sig.
0.680
0.321
0.509
0.382
N
105
105
105
105
**p < 0.001
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy & Org
Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1 and F2
(Model 4) are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 may be considered to be underestimated because the control variables are not held constant,
but are allowed to vary as the model changes.

Table 5-22e shows the regression results for Product Quality. As in the prior table, there
was once more a noticeable change in R², from .023 in model 1 to .105 and .078 in
models 2 and 3 respectively and to .116 when factors 1 & 2 were introduced in model 4.
Once again the relationship between the independent variables, 1) HR Strategy &
Organisational Structures and 2) Employee Welfare, Motivation and Skills and the
dependent variable Product Quality Productivity was not significant, neither when
applied to models 2 and 3 separately, nor when Factors 1 and 2 were introduced into the
equation together in model 4. F tests taken together for each model were also not
significant.
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Table 5-22f
Results of Regression Analysis of Dependent Variable:
CORPORATE PERFORMANCE OVERALL
Variables
Model 1
Model 2
Model 3
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.723** 0.237 2.917** 0.294 2.950** 0.296
COUNTRY OF ORIGIN
0.005 0.025
-0.011 0.027
-0.031 0.029
AGE OF ORGANIZATION
-0.008 0.028
-0.019 0.033
-0.017 0.033
FIRM SIZE
-0.034 0.067
0.002 0.079
0.031 0.080
TYPE OF BUSINESS
-0.014 0.029
-0.011 0.037
-0.018 0.037
Factor 1 – HR Strategy & Org
Structures
0.119 0.069
Factor 2 - Emplyee Welfare,
Motivation & Skills
0.102 0.074

R²
∆ R²
F for ∆ R²

0.008

Model 4
B
s.e.
2.898** 0.292
-0.025 0.029
-0.011 0.033
0.016 0.079
-0.011 0.037
0.118

0.069

0.100

0.072

0.077

0.059

0.111

0.069

0.051

0.103

0.193
0.848
0.638
1.041
Sig.
0.942
0.522
0.672
0.410
N
107
107
107
107
**p < 0.001
ªThese statistics reflect the incremental variance accounted for when variables F1 (HR Strategy & Org
Structures), F2 (Employee Welfare, Motivation and Skills) (Models 2, &3 respectively) and F1 and F2
(Model 4) are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 may be considered to be underestimated because the control variables are not held constant,
but are allowed to vary as the model changes.

Table 5-22f shows the regression results for Overall Corporate Performance. As in the
individual components of Corporate Performance in the previous tables, there was a
perceptible change in R², from .008 in model 1 to .077 in model 2. There was a less
pronounced change in R², from .008 to .059 in model 3. This changed more
substantially from .008 to .111 when factors 1 & 2 were introduced in model 4.
However, once again the relationship between the independent variables, 1) HR
Strategy & Organisational Structures and 2) Employee Welfare, Motivation and Skills
and the dependent variable Overall Corporate Performance was not significant, neither
when applied to models 2 and 3 separately, nor when Factors 1 and 2 were introduced
into the equation together in model 4. F tests taken together for each model were also
not significant.
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The study has demonstrated above in table 5-22b, that there was a measure of support
for Hypothesis 4: The strategic application of HR practices in firms in the BOECS
will be positively related to their enhanced performance as assessed by growth in
revenues. Naturally, this study recognises that mere sales growth does not of itself
result in improved financial performance. As Huselid, (1995, p 651) has said in relation
to productivity, “a firm can go bankrupt maximising sales per employee while ignoring
costs.”

As shown, there was no statistical significance in the relationship between the
independent variables, Factor 1) HR Strategy & Organisational Structures and Factor 2)
Employee Welfare, Motivation and Skills with any of the remaining aspects of the
dependent corporate performance variable in the form of, long run profitability,
improved financial strength, improved public image & goodwill and improved
products or service quality; neither when applied to the equation individually nor when
applied together. Accordingly, the regression analyses do not provide support for the
earlier correlation results. In any event, the variance accounted for by these elements of
the Independent Variable, EBP was very small.

There was therefore insufficient statistical evidence to support the concept that,

The strategic application of HR practices in firms in the BOECS will be
positively related to their enhanced performance.

Still, the statistically significant link between the application of EPPS and positive
Growth in Revenues provides some encouragement that further research in the BOECS
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might uncover a more robust link between other aspects of EPPS and Firm
Performance. It is also important to recognise that as mentioned earlier when assessing
the impact of Factors 1 & 2 on the dependent variable Employee Outcomes, that it is the
element HR Strategy and Organisational Structures, rather than Employee Welfare,
Motivation and Skills, which is primarily responsible for any significant effects.

3.

The Effect of Employee Outcomes on Enhanced Business
Performance

This study, continuing to follow the approach used by Huselid, (1995) next sought to
determine the processes through which EPPS affected the dependent variable, Enhanced
Business Performance. In so doing, it made reference to Hypotheses 8 and 9, which
state that,
Hypothesis 8: Employee Outcomes, as assessed by Increased Employee
Commitment, will mediate the effect of the strategic application of HR
practices in firms in the BOECS with regard to their impact upon business
performance.
Hypothesis 9: Employee Outcomes, as assessed by Increased Employee,
Productivity, will mediate the effect of the strategic application of HR practices
in firms in the BOECS with regard to their impact upon business
performance.

In order to assess more fully the assertions advanced immediately above, the study
incorporated into the process, a regression of Factors 1 and 2 referred to earlier with
several elements of the dependent variable, Enhanced Business Performance. As before,
in each case, the process included the regression results of the dependent variable with
the control variables alone (Model 1), followed by the introduction of Factors 1 and 2 in
(Model 2) and concluding with the introduction of the Intervening Variables, Increased
Employee Commitment and Increased Employee Productivity, as well as a composite of
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these two elements of Improved Employee Outcomes. The analysis thus derived
provided some indication of the sensitivity of the regression equation to the addition of
the new variables.

In all cases there was evidence of some change to the equation with the addition of the
variables which represented, Improved Employee Outcomes. However, only Growth in
Revenues was statistically significant. The results for this latter variable are shown
below in Table 5-24 and those for the other four elements of Enhanced Business
Performance are shown in Appendix 6 – Items 20-24.
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Table 5-24
Results of Regression Analysis of the Dependent Variable GROWTH IN REVENUES
when Improved EMPLOYEE OUTCOMES is Introduced
Variables
(Constant)
COUNTRY OF
ORIGIN
AGE OF
ORGANIZATION
FIRM SIZE
TYPE OF
BUSINESS
Factor 1 - HR
Strategy & Org
Structures
Factor 2 –
Emplyee Welfare,
Motivation &
Skills
Improved
Employee
Commitment
Improved
Employee
Productivity
Improved
Employee
Outcomes

R²
∆ R²
F for ∆ R²
Sig.
N

Model 1
B
s.e.
2.553 0.378

Model 2
B
s.e.
2.549 0.490

Model 3
B
s.e.
2.490 0.690

Model 4
B
s.e.
2.323 0.918

Model 5
B
s.e.
2.376
0.881

0.024
0.089
0.100
0.033

0.039

0.060

0.049

0.059

0.050

0.061

0.049

0.059

0.050

0.044
0.109

-0.109
0.212

0.055
0.137

-0.108
0.210

0.056
0.139

-0.106
0.224

0.056
0.143

-0.106
0.215

0.057
0.138

0.047

-0.087

0.067

-0.087

0.067

-0.089

0.068

-0.088

0.067

-0.065

0.126

-0.070

0.135

-0.086

0.146

-0.081

0.144

0.324

0.121

0.319

0.129

0.312

0.128

0.312

0.131

0.018

0.145

0.053

0.181

0.023
0.284
0.227
2.492
0.030**
94

0.096

0.057

0.283
0.226
2.960
0.016**
94

0.283
0.226
2.484
0.031**
94

0.284
0.227
2.498
0.030**
94

1.388
0.244
94
**p < 0.04
ªThese statistics reflect the incremental variance accounted for when in addition to variables F1
(HR Strategy & Org Structures) and F2 (Employee Welfare, Motivation and Skills) (Model 2)
Improved Employee Outcomes – Improved Employee Commitment (Model 3), Increased
Employee Productivity (Model 4) and the Combination of Improved Employee Commitment and
Increased Employee Productivity are added to Model 1. The impact of Effective People
Performance Practices as typified by Factors 1 & 2 as well as that of Improved Employee
Performance may be considered to be underestimated because the control variables are not held
constant, but are allowed to vary as the model changes.
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It may be seen from Table 5-24 above that there was no noticeable change in R² when
Improved Employee Commitment was introduced in Model 3. However, there was a
minor change in R², from .283 in model 2 to .284 in model 4, when Improved Employee
Productivity was introduced. The change was statistically significant, between the
intervening variable Improved Employee Outcomes and the dependent variable Sales
Growth ( p< 0.04).This change was maintained for a combination of Improved
Employee Commitment with improved Productivity.

The results shown above were encouraging with regard to the mediating effect of
Employee Outcomes on Business Performance. However, given the limited number of
business performance elements which could be included based on their statistical
significance and the minor percentage of the variance accounted for in case of all the
variables, the Study was unable to confirm Hypotheses 8 and 9, viz., that,

Hypothesis 8: Employee Outcomes, as assessed by Increased Employee
Commitment, will mediate the effect of the strategic application of HR
practices in firms in the BOECS with regard to their performance.
Hypothesis 9: Employee Outcomes, as assessed by Increased Employee,
Productivity, will mediate the effect of the strategic application of HR practices
in firms in the BOECS with regard to their performance.

4.

The Effect of Labour Unions on Improved Employee Outcomes

There are conflicting views on the manner in which trade unions may influence the new
HRM practices. A number of researchers have posited the idea that High Performance
Work Practices and other innovative schemes introduced to involve employees in
workplace decisions and activities, were designed to eliminate or at least reduce the
impact of unions (Ramsay, Scholarios and Harley, 2000). Another view is that in
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general the benefits promised by HPWP are closely akin to arguments favouring
unionism (Bryson, Forth and Kirby, 2005). Other contributors to the High-Involvement
Management Practices vs. Trade Union discussion refer to the tendency to see the
presence of unions as restricting output and creating conflict, which are inimical to
HPWP. (Bryson, 2004). Still other researchers suggest that the presence of unions is
complementary to and actually supportive of HPWP. They contend that because unions
demand higher than normal wages, management in turn demands and obtains higher
output from their unionised workers (Addison, 2005; Machin and Wood, 2005).

In any event, as indicated in Chapter 2, unions exert a significant influence in the
BOECS region. They are the birthplace of the dominant political parties and union
density in this region is high. (Boland, 2001). Against this strength of the unions is the
reality of high unemployment and the increasing influence of global competitive forces.
The net effect of this state of affairs is that management in the BOECS regard the
presence of unions as an inhibiting factor, negating that very flexibility required to
effectively run the new HRM systems (Reddock, 1995; Singh and Cowell, 2004).

Based on the foregoing observations in the region, this study considers that a high
degree of unionisation, will diminish the influence of EPPS. It therefore deemed it
important to seek to assess the impact of unions on business activities in the BOECS in
several instances which are set out below.

In this first case the study addressed the processes through which EPPS affected the
intervening variable, Improved Employee Outcomes. In furtherance of this, it made
reference to Hypothesis 10, which states that,
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Hypothesis 10: The presence of labour unions in business organisations in
the BOECS moderates the impact of Employee Outcomes.

The study addressed this argument by examining the results of a hierarchical regression
of Factors 1 and 2 with the standard scores of the two elements of the mediating
variable, Improved Employee Outcomes, referred to earlier (Grau, Salanova and Peiró,
2001). The process included the following:

MODEL 1, the regression results of the dependent variable Increased Employee
Commitment with the control variables alone (Step 1), followed by the introduction
of Factor 1- HR Strategy & Org Structures, (Step 2), the introduction of the moderator
Unionization (Step 3) and concluding with the introduction of the product of Factor
1 and the Moderating Variable, Unionization (Step 4). The details are shown in
Appendix 6, Item -25a.

It may be seen from Appendix 6, Item-25a that there was a noticeable change in R² at
each step of the regression. The introduction of Factor 1 resulted in a change of 9.8%;
the introduction of Unionization resulted in a further change of 5.7%. Notably, the sign
was negative. In this case as well the product of Factor 1 and Unionization showed a
further negative change of 2.8%. In any event, the changes were not statistically
significant at any stage.

MODEL 2, the regression results of the dependent variable Increased Employee
Commitment with the control variables alone (Step 1), followed by the introduction
of Factor 2- Employee Welfare, Motivation & Skills, (Step 2), the introduction of the
moderator Unionization (Step 3) and concluding with the introduction of the
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product of Factor 2 and the Moderating Variable, Unionization (Step 4). The
details are shown in Appendix 6, Item-25b.

An examination of Appendix 6, Item-25b shows that once again there was a noticeable
change in R² at each step of the regression. The introduction of Factor 2 resulted in a
change of 12.7%; the introduction of Unionization resulted in a further change of 6.4%.
As before, the sign was negative. The product of Factor 2 and Unionization showed a
further negative change of .4%. In this case as well, the changes were not statistically
significant at any stage.

MODEL 3, the regression results of the dependent variable Increased Employee
Productivity with the control variables alone (Step 1), followed by the introduction
of Factor 1- HR Strategy & Org Structures, (Step 2), the introduction of the moderator
Unionization (Step 3) and concluding with the introduction of the product of Factor
1 and the Moderating Variable, Unionization (Step 4). The details are shown in
Table 5-25 below.
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Table 5-25
Results of Hierarchical Regression Analysis of the Dependent Variable
INCREASED EMPLOYEE PRODUCTIVITY
When UNIONIZATION is Introduced as a moderating Variable
Model 3
Variables
Step 1
Step 2
Step 3
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.890 0.388
2.913
0.341
3.087
0.382
COUNTRY OF ORIGIN
-0.017 0.035
-0.036
0.032
-0.047
0.033
AGE OF ORGANIZATION
0.000 0.043
-0.007
0.038
0.007
0.041
FIRM SIZE
-0.111 0.101
-0.109
0.089
-0.112
0.089
TYPE OF BUSINESS
-0.040 0.048
-0.015
0.043
-0.022
0.043
Factor 1 - HR Strategy & Org
Structures
0.319
0.083
0.316
0.083
Unionization
-0.063
0.062
Hr Strategy times Unionization

R²
∆ R²
F for ∆ R²
Sig.
N

0.045
0.555
0.697
51

Step 4
B
3.040
-0.060
0.016
-0.107
-0.009

s.e.
0.378
0.034
0.041
0.088
0.044

0.611
-0.067
-0.095

0.213
0.061
0.063

0.278

0.294

0.328

0.233

0.016

0.034

3.537
0.009**
51

3.120
0.012*
51

3.071
0.010**
51

**p < 0.01
*p < 0.05
ªThese statistics reflect the incremental variance accounted for when in addition to variable F1 (HR
Strategy & Org Structures) (Step 2) and Unionization (Step 3), the product of HR Strategy and
Unionization is entered in (Step 4).

It may be seen from Table 5-25 immediately above that there was a noticeable change
in R² at each step of the regression. The introduction of Factor 1 resulted in a positive
change of 23.3%; the introduction of Unionization resulted in a further but negative
change of 1.6% and the product of Factor 1 and Unionization showed a further negative
change of 3.4%. In this case, all the changes were statistically significant. The study
notes however, that the introduction of unionization, and the product of unionization
and strategy, give slightly less significant results than HR strategy and structures alone.

MODEL 4, the regression results of the dependent variable Increased Employee
Productivity with the control variables alone (Step 1), followed by the introduction
of Factor 2- Employee Welfare, Motivation & Skills, (Step 2), the introduction of the
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moderator Unionization (Step 3) and concluding with the introduction of the
product of Factor 2 and the Moderating Variable, Unionization (Step 4). The
details are shown in Table 5-26 below.

Table 5-26
Results of Hierarchical Regression Analysis of the Dependent Variable
INCREASED EMPLOYEE PRODUCTIVITY
When UNIONIZATION is Introduced as a moderating Variable
Model 4
Variables
Step 1
Step 2
Step 3
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.890 0.388
2.763
0.354
2.969
0.394
COUNTRY OF ORIGIN
-0.017 0.035
0.003
0.033
-0.009
0.034
AGE OF ORGANIZATION
0.000 0.043
0.012
0.040
0.029
0.042
FIRM SIZE
-0.111 0.101
-0.142
0.092
-0.146
0.092
TYPE OF BUSINESS
-0.040 0.048
-0.029
0.044
-0.036
0.044
Factor 2 – Employee Welfare,
Motivation & Skills
0.275
0.082
0.277
0.082
Unionization
-0.075
0.064
Employee Motivation & Skills times
Unionization

R²
∆ R²
F for ∆ R²
Sig.
N

0.045
0.555
0.697
51

Step 4
B
2.952
-0.007
0.030
-0.148
-0.036

s.e.
0.400
0.035
0.043
0.093
0.045

0.347
-0.075

0.189
0.064

-0.024

0.058

0.232

0.254

0.257

0.187

0.022

0.003

2.772
0.029*
51

2.556
0.032*
51

2.174
0.055*
51

*p < 0.06
ªThese statistics reflect the incremental variance accounted for when in addition to variable F2 (Employee
Motivation and Skills) (Step 2) and Unionization (Step 3), the product of Employee Motivation & Skills
and Unionization is entered in (Step 4).

It may be seen from Table 5-26 that there was a noticeable change in R² at each step of
the regression. The introduction of Factor 2 resulted in a positive change of 18.7%; the
introduction of Unionization resulted in a further though negative change of 2.2% and
the product of Factor 2 and Unionization showed a further negative though minor
change of .3%. In all but the latter, the changes were statistically significant. Once again
the study notes the trend as shown above (table 5.25) for the introduction of
unionization, and the product of unionization and Employee Welfare, Motivation & Skills to
give slightly less significant results than Employee Welfare, Motivation & Skills alone.
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MODEL 5, the regression results of the composite dependent variable Increased
Employee Outcomes with the control variables alone (Step 1), followed by the
introduction of Factor 1- HR Strategy & Org Structures, (Step 2), the introduction of the
moderator Unionization (Step 3) and concluding with the introduction of the
product of Factor 1 and the Moderating Variable, Unionization (Step 4). The details
are shown in Table 5-27 below.
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Table 5-27
Results of Hierarchical Regression Analysis of the Dependent Variable
COMBINED INCREASED EMPLOYEE OUTCOMES
When UNIONIZATION is Introduced as a moderating Variable
Model 5
Variables
Step 1
Step 2
Step 3
B
s.e.
B
s.e.
B
s.e.
(Constant)
7.544 0.951
7.597
0.847
8.379
0.923
COUNTRY OF ORIGIN
0.038 0.087 -0.008
0.078
-0.055
0.080
AGE OF ORGANIZATION
-0.105 0.107 -0.121
0.095
-0.057
0.098
FIRM SIZE
-0.004 0.248
0.003
0.220
-0.012
0.215
TYPE OF BUSINESS
-0.053 0.118
0.006
0.106
-0.024
0.105

Step 4
B
8.231
-0.098
-0.027
0.003
0.015

s.e.
0.897
0.081
0.096
0.208
0.104

Factor 1 - HR Strategy & Org Structures
Unionization
Hr Strategy times Unionization

1.665
-0.297
-0.297

0.506
0.146
0.150

R²
∆ R²
F for ∆ R²
Sig.
N

0.753

0.030
0.357
0.838
51

0.206

0.738
-0.283

0.201
0.150

0.248

0.303

0.360

0.218

0.055

0.057

3.036
0.019*
51

3.261
0.010**
51

3.541
0.004**
51

**p < 0.01
*p < 0.05
ªThese statistics reflect the incremental variance accounted for when in addition to variable F1 (HR
Strategy & Org Structures) (Step 2) and Unionization (Step 3), the product of HR Strategy and
Unionization is entered in (Step 4).

Table 5-27 immediately above shows that there was a noticeable change in R² at each
step of the regression. The introduction of Factor 1 resulted in a positive change of
21.8%; the introduction of Unionization resulted in a further but negative change of
5.5% and the product of Factor 1 and Unionization showed a further negative change of
5.7%. In this case, all the changes were statistically significant.

MODEL 6, the regression results of the composite dependent variable Increased
Employee Outcomes with the control variables alone (Step 1), followed by the
introduction of Factor 2- Employee Welfare, Motivation & Skills, (Step 2), the
introduction of the moderator Unionization (Step 3) and concluding with the
introduction of the product of Factor 2 and the Moderating Variable, Unionization
(Step 4). The details are shown in Appendix 6, Item-25c.
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An examination of Appendix 6, Item-25c shows that once again there was a noticeable
change in R² at each step of the regression. The introduction of Factor 2 resulted in a
change of 14.4%; the introduction of Unionization resulted in a further though negative
change of 6.6%. The product of Factor 2 and Unionization showed a further negative
change of .4%. In this case only step 3, the introduction of unionization was statistically
significant.

The analysis thus derived provided some indication of the impact on the regression
equation following the addition of the new variable. It demonstrated that
unionization very likely does have some moderating impact on employee outcomes
when EPPS are introduced in the BOECS. As indicated in Tables 5-25 and 5-26,
Unionization appears to exercise the greatest impact on Employee Productivity.
This is borne out by the fact that when Employee Productivity is combined with
Employee Commitment in Table 5-27, the impact of Unionization is reduced.

However, there does seem to be enough of a change in the variable to support the
hypothesis that,
Hypothesis 10: The presence of labour unions in business organisations in
the BOECS moderates the impact of Employee Outcomes.

5.

The General Impact of Labour Unions on Business Operations

Continuing with the impact of unionization, the next research question addressed the
issue of the general impact of unionization on business operations in relation to EPPS.
The question posed was as follows:
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What is the incidence of EPPS in firms that are highly unionised vs. those that
are not?

This question was introduced by Hypothesis 11, which states as follows:
Hypothesis 11 – The presence of labour unions in business organisations in
the BOECS is a significant indicator of the prevalence of innovative HRM
practices.
In order to assess the likelihood of a link between union presence and HRM practices,
the study examined the results of a cross tabulation between those factors associated
with HRM practices and those factors associated with the level of union density. This is
shown in Tables 5-28a and 5-28b below as follows:
Table 5-28a
Crosstabulation
of
COMPOSITE OF EPPS * UNIONIZATION
UNION/NON UNION
COMPOSITE OF EPPS
BELOW AVERAGE HRM
AVERAGE HRM
ABOVE AVERAGE HRM
Total

Total

Count
Expected Count
Count
Expected Count
Count
Expected Count
Count
Expected Count
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Non-Unionized
9
7.9
16
14.7
19
21.4
44
44.0

Unionized
12
13.1
23
24.3
38
35.6
73
73.0

21
21.0
39
39.0
57
57.0
117
117.0

Table 5-28b
Chi-Square Tests
Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear Association
N of Valid Cases

Value
.885(a)
.886
.791
117

df
2
2
1

Asymp. Sig.
(2-sided)
.643
.642
.374

a 0 cells (.0%) have expected count less than 5.
The minimum expected count is 7.90.

Table 5-28a above indicates that with regard to the actual vs. the expected result when
seeking an answer to the research question posed earlier, there would appear to be little
difference in the application of EPPS between companies that are unionised and those
that are not. Furthermore, the related Chi-Square Tests in table 5-28b above, confirms
that there is no statistically significant difference between the expected and actual
results. In the circumstances this study is left to conclude that it is most likely that any
differences shown would be due to chance variations. Consequently, this study is unable
to accept Hypothesis 11, that “The presence of labour unions in business
organisations in the BOECS is a significant indicator of the prevalence of innovative
HRM practices.”

6.

The Incidence of Effective People Performance Strategies Based
on Business Type

Mindful of the exploratory nature of the study, it seemed appropriate in addition to other
questions posed, to determine whether the type of business activity would have any
significant influence on the presence or application of Effective People Performance
Strategies. In this regard, the related research question was addressed by the following
hypothesis, which stated that:

Hypothesis 12: The type of business in which an enterprise in the BOECS is
engaged has no noticeable impact on its application of modern HRM methods.
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In order to address this question, the study applied the raw scores from the items
identified for the two Factors resulting from the factor analysis of Section C of the
research instrument as detailed in Table 5-17 and used these two factors, to determine
the overall extent to which employers in the BOECS had introduced Effective People
Performance Strategies. Because of the small numbers, these two factor variables were
then recoded to show only three categories of EPPS, viz., 1) “Low application of EPPS”,
2) Average application of EPPS and 3) “High application of EPPS”. A new variable was
also created in order to identify the five largest designated areas of business activity and
to combine the minor areas into one group, to give an overall cluster of six categories of
business endeavour. The data developed for both variables were then cross-tabulated
with the Factor 1, HR Strategies and Organisational Structures and Factor 2, Employee
Welfare, Motivation & Skills. The results are produced in Tables 5-29 (a, b, c & d)
below.
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Table 5-29a
Crosstabulation
TYPE OF BUSINESS * FACTOR 1- HR STRATEGIES and ORGANISATIONAL STRUCTURES

TYPE OF BUSINESS

GENERAL
TRADING/DISTRIBUTION/RETAIL
TOURISM

MANUFACTURING
BANKING & FINANCE
ELECTRIC UTILITIES

OTHER
Total

LOW
EPPS
Count
Expected
Count
Count
Expected
Count
Count
Expected
Count
Count
Expected
Count
Count
Expected
Count
Count
Expected
Count
Count
Expected
Count

FACTOR 1-EPPS
AVG
HIGH
EPPS
EPPS
0
19
9
18.6

8.7

28.0

1

16

6

23

.6

15.3

7.1

23.0

0

12

6

18

.5

11.9

5.6

18.0

0

6

3

9

.2

6.0

2.8

9.0

0

5

1

6

.2

4.0

1.9

6.0

2

19

11

32

.8

21.2

9.9

32.0

3

77

36

116

3.0

77.0

36.0

116.0

Chi-Square Tests
Value
4.808(a)
5.938
.029
116

Df
10
10
1

Asymp. Sig. (2-sided)
.904
.820
.865

a 9 cells (50.0%) have expected count less than 5.
The minimum expected count is .16.
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28

.7

Table 5-29b

Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear Association
N of Valid Cases

Total

Table 5-29c
Crosstabulation
FACTOR 2 – EMPLOYEE WELFARE, MOTIVATION & SKILLS
TYPE OF BUSINESS
GENERAL TRADING/DISTRIBUTION/RETAIL

Count
Expected Count

TOURISM

Count
Expected Count

MANUFACTURING

Count
Expected Count

BANKING & FINANCE

Count
Expected Count

ELECTRIC UTILITIES

Count
Expected Count

OTHER

Count
Expected Count

Total

Count
Expected Count

F2-EPPS
AVG EPPS HIGH EPPS
8
5

Total
13

8.0

5.0

13.0

10

6

16

9.9

6.1

16.0

5

5

10

6.2

3.8

10.0

2

4

6

3.7

2.3

6.0

2

1

3

1.9

1.1

3.0

15

5

20

12.4

7.6

20.0

42
42.0

26
26.0

68
68.0

Table 5-29d
Chi-Square Tests
Value
Df Asymp. Sig. (2-sided)
Pearson Chi-Square
4.158(a)
5
.527
Likelihood Ratio
4.161
5
.526
Linear-by-Linear Association
.691
1
.406
N of Valid Cases
68
a 6 cells (50.0%) have expected count less than 5.
The minimum expected count is 1.15.

Tables 29 (a&c) identify the results to be expected from each of the six categories of
business activity given the overall application of EPPS in BOECS business firms. These
two tables also compare the expected results with the actual scores and show only minor
differences between the actual and expected counts in almost all categories of business
activity. Examining this further, the Chi-Square tests (Table 29b&d) which follow
Tables 29a&c for Factors 1 and 2 respectively indicate that there is no statistically
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significant difference between the scores shown for the actual and expected application
of EPPS. Accordingly, the study concludes that the differences shown in the cross
tabulation table are most likely due to chance.

Therefore, it would appear that the application of EPPS in businesses in the BOECS is
not likely to be affected by the type of business activity in the region.

Given these results for both aspects of EPPS, it is seems most likely that we may accept
the statement with regard to Hypothesis 12, which states that the type of business in
which an enterprise in the BOECS is engaged has no noticeable impact on its
application of modern HRM methods.

What the writer suggests from personal experience and discussions with other
colleagues is that despite the introduction of modern HR methods, the movement for the
full commitment of employees still has to be addressed in a manner that makes it clear
to employees that they will be able to make a difference to important decisions which
affect them in the workplace. It is only in this manner that employees are likely to be
„engaged‟ in a dynamic way with the business.

7.

Awareness vs. Application of Effective People Performance
Strategies

This study also sought to determine whether the awareness of modern approaches to
enhancing people performance by businesses in the BOECS would be reflected in their
actions to incorporate Effective People Performance Strategies in their daily operations.
In this regard the related research question posed was as follows:
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To what extent is the awareness of the ideas of HPWP/EPPS linked to their
actual application in firms in the BOECS?
This question was tested by the following hypothesis, viz.,
Hypothesis 13: The awareness of Strategic Human Resource Management
practices by firms in the BOECS is positively linked to the application of these
measures in those firms.

The awareness of HPWP or EPPS was addressed in the questionnaire by applying a 3
point Likert scale to a series of 42 questions covering a comprehensive list of HRM
applications, in Section B – (10). In that series of questions respondents were asked to
identify the critical importance to their particular organisations in achieving competitive
advantage through HRM as identified in a comprehensive array of recommended
advantageous people workplace practices. This was intended to test their knowledge and
views on the importance of the EPPS as documented in Chapter 2 and indeed
throughout the study.

Accordingly, in conducting the assessment, the questions were recoded so that a high
score reflected a positive response to the awareness and importance of HRM and a low
score signalled a negative response. A composite variable was then created to capture
the combined result which was subsequently compared with the counterpart variable,
developed previously to assess the impact of the application of HPWP. Table 5-27
below shows the resultant correlation.
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Table 5- 30
AWARENESS VS. APPLICATION OF EPPS
Correlations

AWARENESS OF EPPS

Pearson Correlation
Sig. (2-tailed)
N
APPLICATION OF EPPS Pearson Correlation
Sig. (2-tailed)
N
** Correlation is significant at the 0.01 level (2-tailed).

AWARENESS OF EPPS
1

APPLICATION OF EPPS

123
.473(**)
.000
118

.473(**)
.000
118
1
120

As indicated in table 5-30 above, the correlation is relatively strong and significant. This
confirms what one would consider intuitively the logical result, viz., that the greater the
knowledge of HRM the higher would be the application of the practices with which it is
associated. This may also be stated in reverse. Thus we may posit that it would be
unlikely that companies would introduce HRM measures without prior knowledge of
their likely benefit to their operations.

5.6.

General Review

5.6.1. The Requirement
This chapter has attempted to identify and interpret the results provided from the efforts
of the overall study. It has examined the information supplied and observed the trends at
work in the BOECS with regard to the effective treatment and deployment of people on
the job. Its main purpose has been to provide a critical analysis of information obtained
from direct contact with business leaders as well as that supplied through mailed
questionnaires to employers and employees, although to a limited degree.
In consequence of achieving the objectives set out, the process has incorporated several
tools normally employed in such circumstances. These included in general terms, the
following:
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1. The provision of general demographic information on the BOECS region in
order to establish a contextual framework in which to locate the context of the
study.

2. The interpretation of information supplied from direct structured interviews and
the returned mailed questionnaires to assist in a clearer understanding of the
thinking which influences business activities in the BOECS.

3. The use of several statistical tools, including factor analysis, correlation and
regression in order to test and respond to several hypotheses introduced in
response to a number of research questions.

4. Interpretation of and comments on the results arising from the statistical
processes.

5.6.2. The Process

The demographic details helped to identify certain limitations regarding the size of the
region and highlighted the difficulty in obtaining statistically quantifiable information.
However, the qualitative study helped to illustrate the degree of awareness among
BOECS business leaders with regard to modern HR practices and their general views on
the topic of HRM. In addition, it demonstrated the relevance which BOECS employers
placed on the use of modern HR practices in their businesses operations and the extent
of strategic focus in the application of HR practices in business enterprises in the
BOECS. The qualitative study also provided some indication of the views of BOECS
managers on what HRM measures work best in their particular organisations, evidenced
by the impact if any on their companies‟ business performance. The quantitative
analysis attempted a more searching examination of the data presented. Using data
reduction methods, correlation, regression and other statistical tools it tested a number

218

of hypotheses. However, while a number of findings conformed to expectations, in
many cases the results proved inconclusive.

5.6.3. Overall Conclusions

This chapter provided an analysis of the data gathered for the study. It explained how
the data was gathered, the entities targeted and the basis for this. In the descriptive and
qualitative sections one was able to obtain general information on the make up of
businesses in the BOECS, including size, type, durability, employee distribution and
management structure. The chapter also looked at the degree of unionization in the subregion and emphasised the general awareness in the BOECS of what the literature
advocates as modern and effective HR methods.

The quantitative analysis followed with a more in-depth assessment of the available
data. This identified some significant results and a number of findings which conform to
expectations. These included the positive effect of EPPS when linked to the Employee
Outcomes of Improved Commitment and Improved Productivity. The presence of EPPS
was also positively related to Growth in Sales Revenues. The study also indicated that
unions were likely to exert a negative influence on Employee Outcomes, a result many
researchers would have predicted based on experience in some European countries, not
least the UK, although there were uncertainties in relation to the effect of unions on
overall corporate performance.

However, the statistical analysis was inconclusive with regard to the effect on the other
elements of firm performance given the application of innovative HR strategies in the
BOECS as defined by this research. This may be attributed to the small sample, missing
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information and the general limitations of an exploratory undertaking of this nature.
Nevertheless, the information presented has uncovered trends already at work in the
BOECS which align with similar efforts of the mature economies of the OECD
countries.

Taking all the results together however, there was not strong support from the available
information when analysed quantitatively. Nevertheless, the data with all its limitations,
provides support for continuing research efforts in the BOECS for making the link
between improved firm performance and a more enthusiastic application of the
principles inculcated in the new effective people performance measures which have
gathered momentum over the past two and a half decades in the developed world.
(Beatty and Schachter , 2002; Becker, Huselid, Pickus Spratt, 1997, Becker, Huselid
and Ulrich Dave, 2001, Cowell and Boxwill (eds.),1995;Delery and Doty, 1996;
Huselid, 1995; Pfeffer,1998; Redman and Wilkinson, (eds), 2001; Ulrich Dave, 1997;
Youndt, Snell, Dean, Jr. and Lepak, 1996).

It is worthy of note that, the results were not confined to any specific area of business
activity, although general trading and tourism appear to have a slight edge on the other
forms of business operation.

It also needs to be recognised that this research has been mainly exploratory in nature.
This is because of the distinctiveness of the BOECS region, in terms of its land size,
business size and lack of sophistication in published business reports. Nevertheless, the
information provided shows that with the rapidity with which knowledge is now
conveyed globally, no region remains unaware of global trends. This study has found a
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significant awareness in the BOECS region of modern HR practices. Mindful of the
limitations of the study it has, however, also observed that some of the results postulated
by first world companies appear to be replicated in the BOECS.

Accordingly, the findings outlined in this chapter set the tone for the final chapter which
will examine more closely, the means to achieve the objective of addressing people
performance in the workplace in a more effective manner and of making
recommendations for so doing.
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CHAPTER 6
CONCLUSIONS, IMPLICATIONS AND RECOMMENDATIONS

6.1.

INTRODUCTION

This concluding chapter summarizes the issues which were considered in the study. It
examines the main findings of the research and the theoretical and practical implications
of the study. It will also address the limitations of the study and discuss its contribution,
particularly with respect to management practice. The chapter concludes by suggesting
a number of improvements which would benefit HRM in the BOECS35, as well as
recommendations for future research in this area.

6.2.

SUMMARY

6.2.1. New HR Ideas and the BOECS
This study delved into the influence of modern Human Resource Management (HRM)
practices in the Caribbean sub-region which encompasses Barbados and the
Organisation of Eastern Caribbean States (BOECS). It examined this theme of the New
HRM from the perspective of the advances made in the area of people management in
the G7/G8 countries with their relatively mature economies. This viewpoint was
reflected in the vast array of literature contributed by academics, HRM practitioners and
other analysts internationally, through publications in scholarly journals, relevant texts
and other appropriate media.

As an exploratory study, the purpose was to determine how and to what extent the
application of modern HRM practices, as discussed in the literature, might benefit
businesses in the BOECS by bolstering that region‟s own efforts at improving peoples‟
attitudes and their on the job performance. The study‟s focus was on the critical
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contribution which could be made by human beings in a region that is significantly
limited in non-human or natural resources such as oil, gas or other minerals, and which
depends almost entirely on hospitality and other services for economic success and
improved living standards.

6.2.2. The Process
The study proceeded in the following manner:
Chapter 1 introduced the topic and established the rudiments for the inquiry. It
provided general information on the BOECS and the rationale for singling out this
island grouping for special consideration with regard to its HRM methodology. It
identified the research of Huselid, (1995), as the main theoretical and methodological
framework on which this study would be based. In addition, it underscored areas where
there would be a departure from the Huselid approach, based on peculiarities
occasioned by the size, culture and deficiencies in business sophistication of the
BOECS. It looked briefly at the changing global dynamics as the issues related to
people at work have taken on increasing significance over the years. It also provided a
synopsis of the approach adopted and the areas to be covered throughout the study.

Chapter 2 highlighted key aspects of the vast body of literature which has surfaced as a
result of efforts to document the multifaceted issues emerging from managing people at
work in the G7/G8 countries. This information laid the groundwork for identifying first,
the constituent parts of the most recent people performance measures and secondly,
their impact on business performance in these large and highly complex societies. The
chapter included observations on recent publications dealing with the innovative means
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being tried in forward looking organisations, to encourage people to dedicate and
commit themselves to improved corporate performance.

In the process this chapter mapped out the development of HRM in the developed
world. The main concentration was on the USA and Europe. However, it placed
particular emphasis on the UK because of its special significance as the cradle of HRM
development. It also focused on Asia, with particular attention to Japan, in identifying
the early intensity of the new paradigm of high performance measures. This chapter
further examined the development of HRM beginning around the decade of the 1980s
and progressing on to current times. The idea was to discover the characteristics of
specific areas of success and to use the experience gained from the developed world, for
the benefit of the BOECS sub-region.

The plethora of information examined in this manner pointed to the unmistakable trend
that in recent years issues concerning how to best deploy people within the workplace in
order to maximise performance and profits had moved to a new level and the resulting
effects of these new efforts were being assessed with greater scrutiny. (Delery & Doty,
1996; Huselid, 1995; Lawler, 1992; Levine, 1995; MacDuffie, 1995; Pfeffer; 1994 &
1998; Youndt, Snell, Dean, & Lepak, 1996; Ulrich, 1997).

The research reviewed pointed to fundamental technological and other changes taking
place in modern society at a rapid pace. It showed that the world has become a
consumer driven society, where people are demanding and receiving quality goods and
services. In this rapid frenzy of competition, people in the workplace make the
difference between success and failure as manufacturers, producers and service
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providers vie with each other to increase their market share. Employees must therefore,
be properly trained, guided, nurtured and motivated in the mutual interest of themselves
and the enterprises in which they work. To do this successfully, requires a determined
effort to integrate people management into the overall business strategy. This is also no
longer the task of specialists, but an integral aspect of the job of everyone who has to
direct and guide the performance of people at work. Huselid‟s (1995) study and the
Wyatt‟s studies (1996, 2001) provide tangible evidence, previously lacking, regarding
the direct link between high performance work practices and the financial performance
of businesses. Pfeffer & Veiga (1999, p.39) make the case that “high performance
management practices [which result from a strategic integration of HRM with the other
operational aspects of the business], work not because of some mystical process, but
because the set of practices are grounded in sound social science principles that have
been shown to be effective by a great deal of evidence.” However, there does not appear
to be an exclusive set of HRM practices which one may apply universally in order to
realise such improvement. Rather, the major contribution that HRM can make is to
awaken in each enterprise the need to examine its processes; identify and develop a
specific organisational culture and craft a strategy (Mintzberg, 1987) that includes
people management issues as an integral part of that process so as to respond to the
identified requirements.

Chapter 3 extended the methodological process by identifying in specific terms the
concerns which this study is seeking to address. It examined the rationale for the study
and established a theoretical framework on which to ground the research for the
purposes of extending the findings from the vastly developed G-7/G-8 countries to the
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miniscule but important developing region of the BOECS. In this way it introduced the
basis for possible solutions to any problems which might be uncovered.

Consequently, after an initial examination of the issues, this study defined a problem
statement. This was delineated in the context of the uniqueness of the BOECS, the
relevance of its special concentration on HRM and the need for the sub-region to seek
original answers to its own peculiar problems. However, the study stressed that these
solutions should be informed by available tested successful results. In this vein the
venture developed research questions, hypotheses and a rationale for investigating the
human resource conditions in BOECS businesses in the context of the experiences of
those mature economies referred to earlier.

Mindful of this study‟s adoption of Huselid‟s (1995) seminal work on the issue of
HPWP as its methodological point of departure, it therefore also identified those areas
in which it moved away from Huselid, (1995) and justified these departures. They
included a) additional items in the factor structure of HPWP 36,
b) the omission of employee turnover as an intervening variable, c) the absence of a
precise measure in establishing corporate performance d) the omission of any
examination of the area of contingency theory regarding internal or external fit and e)
the introduction of the impact of unions on high performance work practices.

Chapter 4 expanded the ideas emerging from chapter 3 by identifying specific
strategies and actions to be incorporated into the overall study. It identified from
credible sources of research literature on HRM practices, what individual, groups or
bundles of practices used in conjunction with particular business strategies are linked to
sustained successful firm performance in the mature economies of the G7/G8 “first
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world” countries. It then adopted these practices as the basis for the investigation of
HRM in the area on which the study is focused, viz., Barbados and the Organisation of
Eastern Caribbean States (BOECS).

The study proceeded in this manner, in order to ascertain the extent to which modern
HRM practices are operational in the BOECS and to assess the impact of such systems.
Accordingly, the enquiry was conducted by following a three-pronged approach. This
included, 1) face to face interviews with the assistance of a written questionnaire sent to
respondents in advance, (structured interviews), 2) a mailed questionnaire to all
employers in the region with 50 or more employees and 3) a mailed questionnaire to
employees of a limited number of firms in Barbados, the largest of the territories in the
BOECS. In this manner, it was possible to create the basis for intelligent discussions
and analysis of the findings resulting from these efforts and to throw some light on the
implications for the businesses in the BOECS, based on the research findings.

Chapter 5 examined the data gathered and analysed them according to methods
commonly accepted and regularly stated in the literature. The data gathering involved
careful assessment of the responses to a questionnaire mailed to 402 firms in Barbados
and the Organisation of Eastern Caribbean States (BOECS), structured interviews with
senior executives in 43 of these firms, as well as the returned questionnaires from a
random sample of 196 employees from 21 firms in Barbados.

The first phase of the resulting analysis provided general information on important
procedural and demographic characteristics of the respondent companies. This included
inter alia, company size, structure, years in operation and type of business activities
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undertaken. The second phase explored the qualitative features of these organizations,
including the degree of management awareness regarding modern HR practices, the
relevance which they placed on these practices in their organizations, as well as the
degree of strategic focus. This qualitative aspect of the study also sought information on
what business leaders in the BOECS thought about the impact of the HRM measure
which they employed, on employee attitudes and changes in firm performance.

The final phase in the process was to subject the data obtained from the surveys, to
quantitative analysis using the tools of cross tabulation, factor analysis, correlation and
regression. This was for the purpose of ascertaining in a statistically significant manner
whether the use of EPPS within BOECS companies was linked with improvements in
employee performance and enhanced overall business performance of the companies
involved in the study. Furthermore, the study attempted to consider the impact if any,
which the moderating variable, unionisation, had on the overall findings.

Following general practice, the quantitative analysis section was used to determine the
probability of answers to the research questions by testing the corresponding
hypotheses. These hypotheses dealt with the following:

1. The relationship between the application of EPPS and Increased Employee
Commitment.
2. The relationship between the application of EPPS and Increased Employee
Productivity.
3. The relationship between the application of EPPS and Enhanced Business
Performance.
4. The effect of Employee Commitment on Business performance.
5. The effect of Employee Productivity on Business performance.
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6. The effect of Unionization on Employee Commitment.
7. The effect of Unionization on Employee Productivity.
8. The effect of Unionization on Enhanced Business Performance.
9. How the extent of HR practices might be affected by the presence of labour
unions in the BOECS.
10. The influence of business type on the application of EPPS by firms in the
BOECS.
11. The relationship between the awareness of the ideas of EPPS and their actual
application.

6.3.

DISCUSSION AND FINDINGS

6.3.1. General Comments
As an exploratory undertaking, this study has thrown some light on the historical
development of commerce in the BOECS region and it has looked at the structure of
business in the area. This examination has shown that the concentration of operations is
in the areas of general trading, tourism and manufacturing. The enquiry has also
highlighted the degree and influence of trade unions. Furthermore, it has underscored
the maturity of the businesses, with over 89 percent being designated as well established
organisations. This information should lend credence to idea that findings on HRM
practices in the BOECS could benefit the general global study of the possible influence
of HRM practices on business results.

6.3.2. The Qualitative Analyses
The qualitative analysis emphasized the approach by BOECS employers to HR
practices in their respective firms. The study found that in the BOECS, there was up to
date information on current global HR trends and companies for the most part had
already adopted those workplace practices which were most commonly discussed in the
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literature. These included inter alia, structured recruiting processes, employee
empowerment, performance evaluations, regular on the job training, especially in
customer service and some limited attempts at profit sharing.

This was partly

influenced by the presence of multinational firms such as Cable & Wireless, several oil
companies and international banks and financial institutions, apart from the modern
means of information dissemination. In addition, their identification of the Crucial HR
practices needed to gain competitive advantage indicated that BOECS business leaders
were well aware of the strategic imperatives which are impacting on modern businesses.

However, one major deficiency identified in the region was the reluctance of managers
and supervisors to deal promptly with consistently poor performers. Respondents
viewed this deficiency as having two negative effects. The first encouraged mediocrity
and the second discouraged those who genuinely wanted to provide excellent service.

While the responses to the questionnaire indicated that over eighty percent of the firms
surveyed had instituted some aspects of modern HR practices, discussions with
company representatives revealed a degree of scepticism regarding the impact of items
such as employee empowerment. Furthermore, the idea of profit sharing was limited in
most cases to an annual Christmas bonus which depended on the performance of the
firm and in some cases the whims and fancies of the owners or managers.

6.3.3.

The Quantitative Analyses

6.3.3.1. Purpose
The main purpose of the quantitative analyses was to assess whether the use of EPPS
within BOECS companies provided any indication of a positive statistically significant
link between improvements in employee outcomes and/or the overall business
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performance of the companies involved in the study. The study also considered the
impact which the moderating variable, unionisation, had on employee outcomes and
business performance.

In undertaking this assessment, the study looked at the research questions and
corresponding hypotheses, which deal with the following:



The relationship between the application of EPPS and improved employee
outcomes in the form of Increased Employee Commitment and Increased
Employee Productivity.



The relationship between the application of EPPS and Enhanced Business
Performance.



The effect of Employee Outcomes on Business performance.



The effect of Unionization on Employee Outcomes.



The effect of Unionization on Business Performance.



How the extent of HR practices may be affected by the presence of labour
unions in the BOECS.



The influence of business type on the application of EPPS by firms in the
BOECS.



The relationship between the awareness of the ideas of EPPS and their actual
application in the BOES.

6.3.3.2. Key Results
The methodology used in this study was as outlined in chapters 3 & 4, whereas the
actual process employed in the quantitative analyses was detailed in chapter 5, section
5.5. As indicated, this study followed the route taken by Huselid, (1995) and used factor
analysis, in establishing two factors to represent the independent variable Effective
People Performance Strategies. In this regard, the two factors specified were, 1)
“Human Resource Strategy and Organisational structures” and 2) “Employee
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Welfare, Motivation and Skills”. It is important to note however, that the specification
of two factors is a variation from the specific approach used by Huselid (1995).
(Chapter 5, pp 175-179).

The first factor reflected the emphasis of the study on the strategic approach to HR
whereas the second factor focused upon strategies and actions taken by organisations to
develop staff and engage them with the business.

These two factors were then used in cross tabulations, correlation and regression
analyses to seek possible relationships in application to the other identified moderating
and dependent variables. However, partly because of the small numbers associated with
this study, much of the information proved statistically insignificant and no reliable
measurement could be made of a number of the outcomes.

Nevertheless, a moderate but significant link was established between EPPS and the
employee outcomes of Improved Employee Commitment and Improved Employee
Productivity. (Chapter 5, pp. 184-187) There was also some encouragement for a causal
link between EPPS and Firm Performance in relation to Growth in Sales. (Chapter 5,
pp. 188-197).

As pointed out in chapter 5, it is clear that of the two elements, Factor 1, HR Strategy
and Organisational Structures and Factor 2, Employee Welfare, Motivation and
Skills, the first factor is the more important, with the second factor appearing to „top up‟
the overall significance of both.

232

Another interesting finding was that related to the moderating variable, Unionisation.
Using hierarchical regression to assess the relationship, the introduction of
Unionisation was shown to reduce somewhat the impact on EPPS and Employee
Outcomes. (Chapter 5. pp. 201-209).

The analysis derived provided some indication of the impact on the regression equation
following the addition of the new variable. It demonstrated that unionisation very likely
does have some moderating impact on employee outcomes when EPPS are introduced
in the BOECS. Unionisation appears to exercise the greatest impact (negative) on
Employee Productivity. This is borne out by the fact that when Employee Productivity
is combined with Employee Commitment, the impact of Unionisation is reduced.

The study also notes that the statistically significant link between the application of
EPPS and positive Growth in Revenues provides some encouragement that further
research in the BOECS might uncover a more robust link between other aspects of
EPPS and Firm Performance. It is also important to recognise that as mentioned earlier
when assessing the impact of Factors 1 & 2 on the dependent variable Employee
Outcomes, that it is the element HR Strategy and Organisational Structures, rather
than Employee Welfare, Motivation and Skills, which is primarily responsible for any
significant relationships.

Mindful of the exploratory nature of the study, it seemed appropriate in addition to other
queries, to determine whether the type of business activity would have any significant
influence on the presence or application of Effective People Performance Strategies.
The study concluded that based on the information available the application of EPPS in
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businesses in the BOECS was not likely to be affected by the type of business activity in
the region. (Chapter 5, pp. 211-215).

This study also sought to determine whether the awareness of modern approaches to
enhancing people performance by businesses in the BOECS would be reflected in their
actions to incorporate Effective People Performance Strategies in their daily operations.
The related details were provided in chapter 5, pp. 215-217). This confirmed what one
would consider intuitively the logical result, viz., that the greater the knowledge of
HRM the higher would be the application of the practices with which it is associated.
This may also be stated in reverse. Thus we may posit that it would be unlikely that
companies would introduce HRM measures without prior knowledge of their likely
benefit to their operations.

What the writer suggests from personal experience and discussions with other
colleagues is that despite the introduction of modern HR methods, the movement for the
full commitment of employees still has to be addressed in a manner that makes it clear
to employees that they will be able to make a difference to important decisions which
affect them in the workplace. It is only in this manner that employees are likely to be
„engaged‟ in a dynamic way with the business.

6.4.

PRACTICAL IMPLICATIONS

6.4.1. Implications for Theory

There are several aspects of the general argument on the HRM/firm performance link.
These were detailed in Chapter 2. This study contributes to the prevalent theme of the
impact of Strategic Human Resource Management on firm performance by examining
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the issues involved in searching for the possibility of a causal links between the two
within emerging economies.

The idea was to test the theories expounded in the literature for mature developed
economies within the context of small, island developing nations states which are
generally ignored in mainstream analyses. As such the implications for theory included
the application of the measures applied in published literature regarding methodology,
measurement and interpretation of data.

The results indicate that the theoretical constructs are as applicable to the BOECS as
they are in the mature economies where they were first developed. However, since
testing theory depends on information, there needs to be a better concentration in the
BOECS on collecting and disseminating information.

6.4.2. Implications for Policy and Practice
The overall factor structure for Effective People Performance Strategies (EPPS)
discussed previously has direct implications for the general practice of HR and HR
professionals in particular. What the study found was that there were two main aspects
to this process. One was the combining of strategic issues that relate directly to the firm,
(HR Strategies and Organisational Structures) whereas the other was the
concentration on specific concerns which drive and encourage employees to excel,
(Employee Welfare, Motivation and Skills). The implication is that these two aspects of
EPPS are interdependent and accordingly, must work together in harmony. (Becker,
Huselid and Ulrich, 2001). However, the experience of this study is that these two
factors are „statistically independent‟; the first factor, HR Strategies and
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Organisational Structures, would appear to exert the greatest influence on employee
outcomes and firm performance. Therefore, the implications for policy and practice
would seem to be the need for further testing to establish reasons for the disparity and
the possibility of strengthening those measures which would improve employee
„engagement‟.37

6.4.3. Implications for Further Research

Several aspects of the findings from this research have implications for future studies.
Among these is the idea that there is a unique combination of HR practices which when
operating together, create a synergy that multiplies their effect in a particular
organisation.

This is an area which still has to be developed in mature economies and even more so in
regions like the BOECS where research in the area of HRM is so limited. Furthermore
there is evidence that HR strategies could be sector dependent in that particular kinds of
initiatives will work most effectively in manufacturing and others in service industries,
etc. where culture is different (Ahmad and Schroeder, 2003; Arthur, 1992).

In addition there is a need to determine the manner in which high-involvement work
practices affect employees' attitudes, behaviours, and productivity. It would also be of
interest to identify whether the impact of these HR practices has a greater or lesser
influence on employees in special groups such as clerical vs. operational etc. It is hoped
that both academics and practitioners will find this study a meaningful contribution to
the literature examining human resource management and firm outcomes and therein be
led to advance the process further.
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Intuitively one expects that change in any organisation would be moderated by the
culture of that entity. It may also be affected by the culture of the country and/or region.
Therefore, knowledge of the manner in which culture is likely to exert its influence on
new initiatives would be beneficial to any organisation. Consequently, future research
on the impact of the culture of the BOECS region would be a most welcome addition to
the knowledge requirements of the area. The problem is that like so many other issues
affecting this small region, information in this vital sphere is lacking. This provides an
excellent opportunity for researchers on the BOECS to apply the kind of methodology
used by Hofstede, (1980, 1991) in the fifty countries in which he conducted his studies.
However, the ability to obtain the information will prove challenging both in terms of
financial requirements and physical effort.

6.5.

LIMITATIONS

Before proceeding to the conclusions of this study it is necessary to highlight certain
stipulations. These include unresolved issues about the topic of HRM practice and firm
performance in general and constraints of this study in particular.

Wall and Wood, (2005) have asked whether the HRM effect on performance might not
be just a presumption by HRM practitioners and researchers. They express concern
about the very terms used to describe a hypothesised direct positive link between
modern HRM practices and firm performance, cautioning that many of its advocates
appear to presuppose a result that is not necessarily substantiated. The problem is the
development of a mechanism for demonstrating the existence of the hoped for link.
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This thesis sought to discover to what extent the popular assumptions regarding the
HPWP/firm performance link held true for business organisations in the BOECS.
Therefore, in assessing the findings of this study, one must be mindful of the caveats
highlighted by those who have issued warning signs on many of the published results
which purport to demonstrate the positive link between HRM practices and firm
performance (Goddard, 2004; Wood and Wall, 2005).
Another concern was that usually referred to as „common method variance‟. 38 This may
affect the reliability of the interpretations one may place on the data, because the
information is also based on the views of a rather restricted group of individuals. Yet the
literature shows that this is the very method used in many of the more popular studies.
In almost every case in this study one individual provided the information for the whole
organisation. For a more objective view, it would be necessary to obtain the input of a
wider cross section of individuals, and thus to gauge the effect of EPPS from the
perspective of individuals at different levels in the various organisations. It is suggested
that future work on SHRM in the BOECS countries (or other emerging economies)
would benefit from the methodological standards often encountered in research of this
type in more developed countries. However, gaining cooperation from multiple
organizational participants in this region is likely to be extremely difficult and could
lead to researchers being obliged to limit cases to only those firms that would allow
application of the most rigorous methodological standards. In such an event, the sample
of firms considered may be skewed and quite unrepresentative of the general
population. From a practical point of view, this would be prohibitively costly and time
consuming, making it almost impossible to complete a research project of this nature.
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Another limitation is the size of the sample. Because this study covered so tiny a region,
it was severely limited by the small numbers produced. Even though all identified
business enterprises in the region were included in the survey, the total number of those
which met the unit of analysis criteria was limited to 402. This may be contrasted with
similar studies of strategic HRM and its impact on firm performance in the developed
world such as Huselid, (1995) which drew on very large databases that allowed the use
of sophisticated analytical tools to produce more meaningful results. To this one must
also add the concern that there was often missing information from those mailed
questionnaires which were returned. Limitations in the process also included the lack of
a means of identifying the extent to which the HRM practices were used.

In addition, there is the fact that as Huselid, (1995) has stated this is a cross sectional
study and as such when compared with longitudinal studies must be recognised for its
limitations in providing conclusive evidence of the causes for one action over another.
Yet the prohibitive cost and time-consuming nature of longitudinal studies would
preclude that process in most studies in this region.

This study also recognises the limitation in the factor analysis implied by the reality that
the two factors represent about 42% of the variance and therefore the majority of the
variance (i.e., 58%) is still not accounted for.

Thus, even allowing for error in

measurement, it is very likely that some issue(s) not included in the questionnaire could
account for a substantial amount of additional variance. This is a possibility in research
of this nature.
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The foregoing has serious implications for this exploratory study. It was undertaken in a
region where the total population numbers are miniscule by world standards but with
distinct characteristics, where most companies are very small, i.e., with fewer than 10
employees and where access to financial data is severely restricted. Therefore, unlike
more developed and sophisticated regions, published financial and other reports are only
available for relatively few organisations. Consequently a researcher has to rely to a
large degree on the views and opinions of individuals as opposed to strict empirical
data. Nevertheless, with some perseverance, one is still able to obtain credible
information.

Despite the possible drawbacks of previous research findings, this study proceeded on
the basis that the arguments for a positive HRM/firm performance link outweighed
those against it. Furthermore, the writer felt that the possible advantages that could
accrue to the BOECS by adding to the knowledge base on HRM would be justification
enough. This study is mindful of the stipulations identified above as it seeks to discuss
recommendations and considerations for improvement in HRM in the BOECS.

6.6.

CONTRIBUTION TO RESEARCH AND MANAGEMENT PRACTICE

6.6.1. Contribution to Research
This study highlighted above certain limitations. These included inter alia, common
method variance, the defects of cross-sectional assessment, small sample size, missing
information, etc. Despite these, the data still provided some measure of association
between a few aspects of the independent variable and the dependent variable.
Employee outcomes in the form of Increased Employee Commitment and Increased
Employee Productivity were found to be positively associated with the application of
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EPPS in the form of HR Strategies and Organisational Structures and Employee
Welfare, Motivation and Skills. In addition, Enhanced Business Performance in the
form of Growth in Sales also appeared to exhibit a positive relationship in response to
the application of EPPS. Furthermore, the presence of unions seems to have a negative
association in moderating the relationship between the independent and dependent
variables identified above.

These results are subject to the deficiencies mentioned earlier. Nevertheless they
provide encouragement that the processes used in the developed world may also be
utilised successfully even in small island developing states. Moreover, the findings in
Unionisation raise a number of issues. As mentioned elsewhere in this study, there are
conflicting views on the interaction of unions and HPWP. These views range from one
end of the scale where the idea is that unions are a hindrance to workplace performance
and that every effort should be made to remove them or at least minimise their impact.
At the other end of the scale is the view that unions have a positive impact on
organisational competitiveness by facilitating the adoption of HPWP. In case of the
BOECS the former view would seem to hold. However, since unions are strong and
entrenched in this region, further study is needed to determine their impact and the best
manner of making their presence positively related to business performance.

6.6.2. Contribution to Management Practice
In chapter 3, this study sought to explore the possibility that there was a serious
deficiency in the manner in which Human Resource Management was undertaken in the
BOECS region, even in major business entities. It further contended that unless this
inadequacy was corrected, the region would be unable to benefit from the competitive
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advantage which astute people management provides, and thus risk failure when
confronted with the rising tide of global competition.

It was felt that given the miniscule size of the region, its lack of natural resources and its
tendency to lag behind its vastly larger and more sophisticated counterparts in the
developed world, it would face some difficulty for the foreseeable future unless it was
in a position to establish a comparative advantage through the new approaches to people
workplace issues.

Part of the problem with the premises noted above was the lack of research on HRM in
the BOECS region. In fact very little has been written about human resource issues in
the wider English Speaking Caribbean and even less about the microcosm of states that
constitute the BOECS. Therefore, most comments on the region are based on
speculation and casual observation. However, what this study has found is the
following:

1. The larger businesses in the BOECS are well established, with the vast majority,
(80 percent) having been in existence for over 10 years.

2. That almost 40% of these businesses have a clearly defined HR department and
structure. However, the idea of incorporating HR into the overall strategy of the
organization varies from company to company.
3. That the critical decisions are made mainly by local managers and directors, but
with a tendency to look outward to the developed world for new ideas.
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4. That about 40 % are unionized and this is across all sectors.

5. That because of limited opportunity for job mobility, there is very low turnover.
Therefore, turnover is not a problem. Rather, absenteeism is substituted for
turnover and disgruntled employees vent their displeasure about working
conditions by staying away from the job to the extent tolerated by management
and allowed by local employment laws.

6. That companies in the BOECS have little difficulty in recruiting persons for
entry level to intermediate jobs but have limited choices in filling senior
executive positions.

7. That Caribbean business executives are well aware of the latest approaches to
the strategic deployment of people in the workplace. They were able to articulate
the various factors which go to make for effective people performance and they
hold strong views on what is required in this regard to make their businesses
successful. For example, in rank order these were the ten most desired HR goals
stated by BOECS business leaders for achieving business success:

(i)

High levels of productivity, quality, and customer satisfaction

(ii)

Retention of qualified employees

(iii)

High levels of employee satisfaction

(iv)

Attraction of a sufficient number of highly qualified applicants.

(v)

A healthy and safe work environment.

(vi)

Continual management development and training.
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(vii) Linkage of human resource management strategies to business strategies
and objectives.
(viii) Continual non-management development and training.
(ix)

A strong organizational culture.

(x)

Fairness in all dealings.

8. However the study also showed that the existence of an HR practice does not
necessarily indicate adequate support for its use by all managers in an
organization and that in most cases, HR practitioners are still trying to gain
access to strategic decision making at the critical embryonic stage.

The foregoing comments are based on information that is restricted by the limited scope
to this exploratory research study. Nevertheless, it serves as the launch for more
extensive research into the topic of HRM from the perspective of tiny developing states
in a world that increasingly tends to ignore the very differences that make for
distinctiveness between peoples and countries. The observation that given scarce natural
resources but abundant human resources, firms in this region would appear to have
concentrated to a greater degree than earlier thought in the accumulation and utilization
of human capital is extremely encouraging. This is because it opens the door for greater
utilisation of the new and promising HR processes and the possibility of the added
benefits which may be expected to accrue therefrom. The results of this study explain
some aspects of this argument, certainly in terms of the impact on employee
commitment and productivity. However, it is not clear to what extent top management's
human resource practices have helped firm performance.
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One practical implication is that, consistent with the strategic choice perspective,
understanding business strategy is critical in comprehending HRM strategy. Therefore,
depending on the emphasis of the business strategy, HRM practices may be strategically
chosen to accentuate either a results oriented perspective side or a behavioural outlook.

HRM strategy is not solely determined by national cultural differences. There is some
latitude for management to make choices. Furthermore processes that work in the
developed economies seem to have the potential of functioning well in emerging
countries as also.

The findings indicated an atmosphere, generally supportive of the modern HR methods
and also indicated that they were applied in a reasonably consistent manner. On that
basis, this study formed the conclusion that BOECS businesses were much further
advanced in their knowledge and application of EPPS, than originally imagined.
However, knowledge of modern HRM, awareness and even basic attempts to apply
them, do not ensure success. Pfeffer, (1994, 1998) raises the question about the reasons
why so many businesses seem to ignore what to most SHRM proponents is an obvious
positive link between EPPS and business performance. So the evidence in the BOECS
suggests that the real effort to incorporate Effective People Performance Strategies in
the workplace has only just skimmed the surface. There needs to be a significant buy in
from the operational managers and supervisors. This is where the strategies suggested
by Ulrich, (1997) become so critical.

Yet the limited progress made so far augers well for businesses in the region, which as
stated earlier, have no alternative but to hitch their wagon to the people train, since
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people are literally and figuratively the asset on which the other regional advantages
such as the affable climate, beautiful beaches and overall healthy environment, really
depend.

6.6.3. Personal Benefits
The completion of this research has provided the writer with a major learning
experience. It has taught him the importance of patience. It has given him a greater
appreciation for the importance of scholarly research. It has been academically
enlightening in that it has provided him with additional knowledge about people in the
workplace while at the same time affording possible means of assisting them in their
own personal development, work attitude and individual performance.

This effort has highlighted the generous nature of a number of human beings in many
aspects of life. These included work colleagues, persons supplying information,
lecturers, librarians and others who showed interest in the writer‟s successful
completion of the research.

This study has raised as many questions as it has provided answers to others with regard
to the topic of the research. But most important of all it has increased the writer‟s
appetite for further study and for seeking answers to at least some of the problems
thrown up by my enquiries.

One valuable lesson the writer would wish to pass on to others is on topic selection. The
study of HRM is wide ranging. There are specific aspects which if taken individually
would yield far greater returns in the allotted time. This is especially applicable to
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exploratory research where one is functioning individually in a milieu of limited
information.

6.7.

SUMMARY

When the World Trade Centre in Manhattan, New York City collapsed, following the
terrorists attack on September 11, 2001, the universal response was an overriding
concern for the people trapped in the blazing inferno that resulted from the suicidal
crash of the two aeroplanes into the twin towers. Loss of human life was paramount as it
should be.

After all whatever we do, whether in the home, the workplace, in leisure activities or in
any other aspect of life, is designed to improve the quality of life of homo sapiens.
Therefore it must follow that human beings are and must be the most important and
vital component of a business organisation. Yet paradoxically, businesses have
historically concentrated greater effort on the technical dimensions of their operations
than on their human resources.

The most probable reason for this ambiguity lies in the relative ease with which one is
able to deal with technical matters compared to human concerns. Human beings are
infinitely complex and unlike man-made machines, they do not come with an operations
manual. Furthermore, whereas technical difficulties lend themselves to a relatively finite
number of solutions, human problems are at best multi-faceted and elusive. At worse
they seem completely unsolvable.
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Thus it is, that even when business managers recognise the need to develop strategies
that address the people in the organisation, there is a tendency to separate the
management of human resources from the management of the technical aspects of the
business. However, the HRM literature is calling for successful businesses today to
effectively combine both its human and technical resources.

Leading exponents of the latest HRM trends, advise that, organisations currently need
operational managers who understand not only the technical aspects of the business
operation, but also the technical dimensions of Human Resource Management problems
and opportunities. (Ulrich, 1997). Operational managers must have socio-technical
competencies and be able to demonstrate a balanced integration of technical and social
knowledge and capabilities if they are to make effective human resource management
decisions.

This study has sought to join the growing body of adherents to the view that when
people are provided with the proper encouragement, they will excel in their own interest
and also to the benefit of the organization which provides a proper outlet for their
special talents. The continuing challenge is to demonstrate in practical measurable terms
if and how this process works. It is hoped that by adding a new previously uncharted
region to the existing areas under consideration, that an additional kernel of information
will be added to the already growing body of knowledge in this area, until eventually
the type of conclusive studies may be undertaken so that the vast majority of persons are
able to benefit from statistically supportable results.
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After being critical about the methodology on which most contributors to the
discussions have based their findings, Wall and Wood, (2005) have made a remarkable
observation. They have said that even if the causal link between HRM practices and
firm performance could not be proven in a statistically satisfactory manner, the use of
the processes which give employees greater voice and say in the organisations which
employ them might be an end in itself.

This would appear to support the view that, for ultimate business success, human
resource professionals must respond successfully to modern day operational
requirements. They must move away from HRM as a stand-alone specialist function.
They must be able to diagnose organisational problems taking into consideration the
internal organisational peculiarities, as well as external influences. These include among
others, managerial strengths and weaknesses, workforce composition, product market
competition, government regulations, local culture, union pressures and indeed the
approach to work itself. They must become strategic business partners having a direct
input into the total business operations. These are the issues covered by this study.
(Ulrich, 1997).

Yet the caveat noted by Huselid, (1995, p. 668) is relevant in which he cautioned that
“the gains associated with the adoption of High Performance Work Practices cannot
survive into perpetuity because the returns from these investments will be driven
towards equilibrium.” However, he did also make the point that at least for the time
being, there are substantial benefits to be derived from the adoption of such measures.
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APPENDIX - 1
MAILED QUESTIONNAIRE TO EMPLOYERS

The purpose of this questionnaire is to give you an opportunity to share information
about your company and to assist in an overall assessment of the impact of Human
Resources Management (HRM) on the performance of corporations in Barbados and the
Eastern Caribbean.
Please be assured that the information which you provide will be treated in strictest
confidence. Information which is published will be in aggregate form, so that no
individual or company may be identified.
The questionnaire is divided into five (5) sections as follows:
Section A covers the basic information on the company.
Section B inquires into the relevance which Caribbean businesses place on HRM in
their operations.
Section C examines the extent to which Caribbean businesses have introduced or are
planning to introduce – Strategic Human Resource Management (SHRM) or other
Effective People Management Measures (EPMM)
Section D seeks to identify whether there is a correlation between the presence of
(SHRM)/EPMM and business performance in the region.
Section E attempts to determine the degree to which HRM practices may be influenced
by the culture of the region.

HOW TO COMPLETE THIS SURVEY

Read each statement/question carefully.
Supply the answer that best indicates your company‟s approach to the questions asked.
If you cannot provide or do not know the answer, move on to the next question.
The questionnaire should take about one (1) hour to complete and you may do it
all at once or in segments, as your time permits.
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QUESTIONNAIRE
SECTION (A)

ABOUT THE BUSINESS

1.

WHAT IS THE PRIMARY TYPE OF BUSINESS CONDUCTED BY YOUR
COMPANY?
PLEASE CHECK THE APPROPRIATE BOX
AGRICULTURE
BANKING/FINANCE
CONSTRUCTION/ARCHITECTURE
DISTRIBUTION/RETAIL
INFORMATION TECHNOLOGY SERVICES
INSURANCE
MANUFACTURING
PRINTING, PUBLISHING AND ADVERTISING
UTILITIES
IF A UTILITY, STATE WHICH ONE
ELECTRICITY
GAS
WATER
TELEPHONE

REAL ESTATE
TOURISM & LEISURE
OTHER (SPECIFY)
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2.

WHAT WAS THE AVERAGE ANNUAL SALES REVENUE OF YOUR
COMPANY FOR THE PERIOD ENDED IN 1997?
PLEASE CHECK ONE ( INDICATING THE CURRENCY IN WHICH IT
IS REPORTED, e.g. U.S.$;BDS.$; EEC $, etc.)
1998

1999

2000

$1,000,000 or LESS
$1,000,000

- $5,000,000

$5,000,001

- $10,000,000

$10,000,0001 - $20,000,000
$20,000,001 - $30,000,000
$30,000,001 - $40,000,000
$40,000,001 - $50,000,000
OVER $50,000,000

3.

ABOUT HOW MANY PEOPLE, ON AVERAGE, WERE EMPLOYED FULL
TIME BY YOUR COMPANY DURING THE PERIOD ENDED IN THE
YEARS LISTED BELOW? (LOCALLY ONLY WHERE THERE ARE OPERATIONS
OUTSIDE THE COUNTRY)

PLEASE CHECK ONE
1998

Under 50
50 – 99
100 – 199
200 – 300
301 - 400
400 - 500
OVER 500
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1999

2000

4.

OF THE TOTAL NUMBER OF EMPLOYEES IN YOUR COMPANY, ABOUT
WHAT PERCENT FALL INTO EACH OF THE FOLLOWING CATEGORIES
FOR THE PERIOD ENDED IN THE YEARS LISTED BELOW? (LOCALLY
ONLY WHERE THERE ARE OPERATIONS OUTSIDE THE COUNTRY)

PLEASE CHECK ONE

5.

1998

1999

2000

1. Hourly/clerical

…….. %

…….. %

…….. %

2. Technical/Professional

…….. %

…….. %

…….. %

3. Supervisors/managers

…….. %

…….. %

…….. %

4. Other

…….. %

…….. %

…….. %

HOW MANY YEARS HAS YOUR ORGANIZATION BEEN IN BUSINESS?
PLEASE CHECK ONE
Less than 1 year
1 to 5 years
6 to 10 years
11 to 15 years
16 to 20 years
21 to 30 years
21 to 30 years
31 to 40 years
41 to 50 years
More than 50 years
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6.

WHAT IS YOUR TITLE OR POSITION IN THE ORGANIZATION?
PLEASE CHECK THE APPROPRIATE BOX/ES
CEO, PRESIDENT, MANAGING DIRECTOR
HUMAN RESOURCES MANAGER,
VICE PRESIDENT OF
HUMAN RESOURCES, OR EQUIVALENT TITLE
HEAD OF DEPARTMENT, DIVISION

Other (Please specify

7.

WHO MAKES THE CRITICAL DECISIONS ON THE OPERATIONS OF
YOUR COMPANY?
LOCALLY MANAGERS/DIRECTORS
REGIONALLY BASED (CARIBBEAN) MANAGERS/DIRECTORS
DIRECTORS/MANAGERS OUTSIDE THE REGION

8.

WHAT PERCENTAGE OF YOUR COMPANY IS REPRESENTED BY
LABOUR UNIONS?
PLEASE CHECK THE APPROPRIATE BOX
Less than 10%
OVER 10% BUT LESS THAN 20 %
OVER 20% BUT LESS THAN 30%
OVER 30% BUT LESS THAN 40%
OVER 40% BUT LESS THAN 50%
OVER 50%
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9.

HOW MANY FULL TIME EQUIVALENT HR PROFESSIONAL STAFF
EMPLOYEES ARE THERE IN YOUR COMPANY? PLEASE TICK THE
APPROPRIATE BOX.
(WHERE APPLICABLE PLEASE MAKE AN
ALLOWANCE FOR THOSE PERSONS WHO MAY BE PERFORMING ONLY
PARTIAL HR FUNCTIONS).
1
2
3
4
5
5+

10.

How long have you been in your position?
1-3 Years
4-7 Years
8-10 Years
10+ Years

11.

How long have you been in your company?
1-3 Years
4-7 Years
8-10 Years
10-15 Years
15 + Years
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12.

How many persons have taken early retirement in each of the last three years?
PLEASE CHECK ONE
1998

1999

2000

Less than 5
5 – 10
11 – 20
21 – 30
31 - 40
41 - 50
OVER 50

13.

How many persons have resigned from your company during the last three years?

PLEASE CHECK ONE
1998

1999

2000

Less than 5
5 – 10
11 – 20
21 – 30
31 - 40
41 - 50
OVER 50

14.

How many persons have your company been forced to lay off during the last three
years?
PLEASE CHECK ONE
1998
Less than 5
5 – 10
11 – 20
21 – 30
31 - 40
41 - 50
OVER 50
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1999

2000

QUESTIONNAIRE
SECTION B

THE RELEVANCE WHICH CARIBBEAN BUSINESSES PLACE ON HRM IN
THEIR OPERATIONS

1.

Please indicate what you believe will be the three MOST CRUCIAL HUMAN
RESOURCE ISSUES to be addressed to gain competitive advantage in the
future.
i.
ii.
iii.

2.

Does your company have an identifiable Human Resource Management
function?
Please tick the appropriate box.

Yes

No

3.

If your answer to question 2 above is yes, please describe briefly how it is
identified - e.g. Human Resource Manager or other such title, with direct
responsibility of HR matters.

4.

Please choose the answer below which best describes the way in which HRM is
practiced in your company, by ticking the box to the right.
The HR function is there to administer services
on behalf of the organization
or
The HR function operates as a strategic partner,
contributing fully to the development of the business
or
Other (Please describe)
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5.
Please indicate by ticking in the box next to it, the statement
which best describes the place of the line manager relative to HRM.
a)

Line managers use the knowledge and expertise
of the HR staff as they see fit



or
b)

6.

HR staff are given responsibility for discrete
aspects of people management such as
recruitment or rewards



Please indicate by using the following 1- 5 ranking scale, the extent to which
you agree or disagree with the following statements:
1 = Strongly Agree
4 = Disagree

2 = Agree
3 = Neither Agree nor Disagree
5 = Strongly Disagree

a) My company has a clearly defined business strategy.
1

2

3 4

5

b) There is an HRM element formally included in my company‟s business strategy.

1

2

3 4

5

c) In my company there is a specific set of skills and competencies required for HR
work.
1

2

3 4

5

d) In my company we have developed a means of assessing the skills and
competencies of our employees.
1

2

3 4

5

e) In my company there are training programmes designed to correct deficiencies
in skills and competencies of our employees.
1

2

3 4

5
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f) My organisation has developed a set of key performance indicators.
1

2

3 4

5

g) In my company the role of the HR department is frequently that of fire fighter,
(viz., reacting to the daily demands of operating departments or to crises).
1

2

3 4

5

h) In my company the representation of employee interests is a legitimate part of
the HR function.
1

2

3 4

5

Companies may organize and staff their HR Departments in many different
ways. Please check below in the appropriate box to indicate the relationship which
exists in your company:
7.

(a)

(b)

(c)

(i)

The top HR executive reports directly to a top executive
(CEO, President or Managing Director).
Or

(ii)

The top HR executives reports directly to an executive
other than a top executive.

(i)

The top HR executive in a business unit reports directly
to a Corporate HR Executive.

(ii)

The top HR executive in a business unit reports directly
to an operations executive.

(i)

The organisational unit primarily responsible for setting
Strategic HR directions and policies is centralised,
i.e. headquarters HR Staff.
Or

(ii)
(d)

Decentralised, i.e. business unit HR staff.

The primary type of organisational structure used in the
HR Department is,
(i)

Functional i.e. specific HR areas e.g. benefits,
recruiting etc.

(ii)

Flexible i.e., organised based on the work to be done
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8.
To what extent do you agree or disagree with each of the following
statements regarding the HR department in your company
1
4

1.
2.
3.
4.
5.

=
=

Strongly Agree
Disagree

2 = Agree
3
5 = Strongly Disagree

= Neither agree or disagree

A position in the HR department is viewed as a critical development
experience for the Managers.
The HR department is critical to the success of the company.
The HR department should purchase programs and services from outside
vendors.
The HR department should develop its own programmes and services.
Each manager should have HR skills.

1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5

9.
Please indicate the extent to which HR Staff in your company currently
possess the capabilities and attributes listed below. Please circle the appropriate
number in the right hand column of the table.
1 = Applies to more than 90 percent;
2 = Applies to between 75 to 90 percent;
3 = Applies to between 50 to 75 percent; 4 = Applies to between 50 to 75 percent;
5 = Applies to less than 50 percent.

1
2
3
4
5
6
7
8

Computer Literacy.
HR career-oriented.
Line management experience.
International experience.
Broad knowledge of all HR Functions.
Highly specialized knowledge of a few HR functions.
Experience in other key business areas.
Takes appropriate risks to accomplish objectives.

12
12
12
12
12
12
12
12

3
3
3
3
3
3
3
3

45
45
45
45
45
45
45
45

10.
Listed in the table below are actions that could be taken to achieve
competitive advantage through human resource management. For each action,
please circle the appropriate number in the right hand column of the table below
to indicate how important it is to ensure achievement of this objective in your
company.
1 = Critically important; 2 = Very important; 3 = Important; 4 = Moderately important; 5 = Not
important.
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QUESTIONNAIRE
SECTION C
THE EXTENT TO WHICH CARIBBEAN BUSINESSES HAVE INTRODUCED OR ARE
PLANNING TO INTRODUCE EFFECTIVE PEOPLE MANAGEMENT MEASURES
(EPMM)

Using the 1-5 ranking scale shown below, where
1= HRM considerations are vital.
2= HRM considerations are very important.
3= HRM considerations are important.
4 = HRM considerations are somewhat important.
5 = HRM considerations are unimportant.
Please indicate by circling the appropriate number in the table immediately after the
question, the extent to which HRM is integrated into your company‟s planning structure
in relation to the issues listed below.

1.

The business strategy.
1 2 3

2.

Development of policy.
1 2

3.

4.

5.

3 4 5

Knowledge about employment law.
1 2

3 4 5

1 2

3 4 5

Disciplinary procedures.

Provision of an auditing and controlling function.
1 2

6.

4 5

3 4 5

Conciliation (i.e. seeking to find agreement between smooth running of
personnel services.
1 2

3 4 5
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7.

Hiring the right people.
1 2

8.

Maintaining an adequate HR system
1 2

9.

3 4 5

Consideration of employee interests.
1 2

12.

3 4 5

Fulfilment of legal and statutory obligations.
1 2

11.

3 4 5

Maintaining an adequate system of compensations and benefits.
1 2

10.

3 4 5

3 4 5

Please list other areas as appropriate and rank them according to the same scale.

………………………………………………
……………………………………………….
……………………………………………….
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13.

Using the 1-5 ranking scale shown below, where

1= None (0%),
2= A small proportion (1-25%),
3= A moderate proportion (26 – 50%),
4 = A large proportion (51 – 75%),
5 = A very high proportion (over 75 %),

please indicate by circling the appropriate number in the table immediately after the
question.

a.
b.

c.

14.

Item
What is the average number of hours training received by a typical
employee in each of the last three years?
Which of the following promotion decision rules do you use most
often?
merit or performance rating alone,
seniority, only if merit is equal,
seniority among employees who meet a minimum merit requirement,
seniority.

%
1 2 3 4 5

For the five positions that your firm hires most frequently, how many
qualified applicants do you have per position (on average)?

1 2 3 4 5

1 2 3 4 5

Using the 1-5 ranking scale shown below, where
1
2
3
4
5

= None (0%),
= A small proportion (1-25%),
= A moderate proportion (26 – 50%),
= A large proportion (51 – 75%),
= A very high proportion (over 75 %),

please indicate the proportion of employees in your company that are covered in the
areas mentioned, by circling the appropriate number in the table immediately after the
question.

a.

b.
c.
d.
e.

Item
What is the proportion of employees who are included in formal
information sharing programmes? ( e.g., newsletters, information
exchange meetings, etc.)
What is the proportion of the workforce whose job has been subjected
to a formal job analysis?
What proportion of non-entry level jobs have been filled from within in
recent years?
What is the proportion of the workforce who are administered attitude
surveys on a regular basis?
What is the proportion of the workforce who participate in Quality of
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%
1 2 3 4 5

1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5

f.
g.

h.
i.
j.

15.

Worklife (QWL) programmes, Quality Circles (QC), and/or LabourManagement participation teams?
What is the proportion of the workforce who have access to company
1 2 3 4 5
incentive plans, profit-sharing plans, and/or gain sharing plans?
What is the proportion of the workforce who have access to a formal 1 2 3 4 5
grievance procedure and/or complaint resolution system?
What proportion of the workforce is administered an employment test
prior to hiring?
What is the proportion of the workforce whose performance appraisals
are used to determine their compensation?
What proportion of the workforce receives formal performance
appraisals?

1 2 3 4 5
1 2 3 4 5
1 2 3 4 5

For the following list of HR areas please indicate how satisfied you are with the
results currently being achieved in each area in your company.

Please use the 1 – 5 ranking scale immediately shown below and circle the appropriate
number beside each item to indicate the degree of satisfaction.

1 = Highly satisfied;
4 = Dissatisfied;

a.
b.
c.
d.
e.
f.
g.
h.
i.
j.
k.
l.
m.
n.
o.
p.
q.
r.
s.
t.
u.
v.
w.
x.

2
5

=
=

Satisfied;
3 =
Very dissatisfied

Workforce Planning – Flexibility and Deployment.
Management Labour costs.
Workforce Productivity and Quality of Output.
Compensation.
Benefits and Services.
Employment Participation and Empowerment.
Teamwork
Management and Executive Development.
Assessing Employee Attitudes.
Succession and Development for Managers.
Employee Education and Training.
Recruiting and Employment.
Employee/Industrial Relations.
Performance Appraisal.
Employee and manager Communications.
Work/Family Programs.
Equal Opportunity for Females.
Equal Opportunity for Minorities.
Equal Opportunity for Persons with Disabilities etc.
Safety and Health.
Selection Testing.
Social Responsibility Programs.
Physical environment.
Equipment.
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Neither satisfied or dissatisfied

1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1

2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2

3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3

4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4

5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5

16.

In general how do you classify your experience with your employee
involvement efforts? (Please tick the appropriate box).
1.

Very negative

2.

Negative

3.

Neither negative nor positive

4.

Positive

5.

Very positive
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SECTION D
TO IDENTIFY THE BUSINESS PERFORMANCE OF CARIBBEAN
COMPANIES

1. Using the 1 – 5 scale where
1
2
3
4
5

= Decreased significantly (over 30%),
= Decreased slightly (10 to 30%),
= Remained about the same
= Increased moderately (10 to 30%) and
= Increased significantly (over 30%),

please indicate by circling the appropriate number in the table immediately following
how your company has performed on average within the last five years.

a.

Long run level of profitability.

1 2 3 4 5 6

b.

Growth rate of sales or revenues.

1 2 3 4 5 6

c.

Employee job satisfaction.

1 2 3 4 5 6

d.

Employee commitment or loyalty to the firm.

1 2 3 4 5 6

e.
f.

Financial strength (liquidity and ability to raise financial 1 2 3 4 5 6
resources).
1 2 3 4 5 6
Public image and goodwill.

g.

Products (or services) quality.

1 2 3 4 5 6

h.

Employee Productivity.

1 2 3 4 5 6
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2. Using the 1 - 5 scale shown below, where
6
7
8
9
10

= exclusive competitive advantage,
= high competitive advantage,
= moderate competitive advantage,
= low competitive advantage and
= no competitive advantage at all,

please circle the appropriate number based on each question. (YOUR ANSWER
SHOULD BE BASED ON YOUR EXPERIENCE OVER THE LAST THREE (3)
YEARS)

a.
b.
c.
d.
e.

f.

g.

What is the extent of has your firm‟s competitive advantage in
providing customers with your main line of products and services?
To what extent has your firm been successful in duplicating and
producing new products and services?
To what extent has your firm been successful in its efforts to increase
the quality of your products and services?
To what extent has your company been successful in improving the
recognition of its name and representatives?
To what extent has your company been successful in providing
customers with products or services at prices below that of your
competitors?
To what extent has your company been successful in switching
quickly between different types of products/services to respond to
fluctuation in market demand?
To what extent has your company been successful in pursuing
economies of scale?

1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

Please indicate in the table below, the relative importance which your company assigns
to each of the following strategic priorities?

a.
b.
c.

Item
Operational excellence (efficiency, being a low cost, lean operation)
Product leadership, innovation, looking outward for new ideas,
technologies, products, being first to market.
Customer intimacy (concentrating on a lifelong relatioship with a chosen
group of customers and offering solutions to their problems.
Total
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%

100

SECTION E
TO DETERMINE THE DEGREE TO WHICH HRM PRACTICES MAY BE
INFLUENCED BY THE CULTURE OF THE CARIBBEAN REGION

1.

1
4
a.
b.
c.
d.
e.

f.

g.

h.

Using the scale following, please indicate by circling the appropriate number in
the table immediately below how employees in your company react in given
circumstances.
= Very Low
= Slightly High

2 = Moderately low
5 = Moderately High

3 = Slightly low
6 = Very High

Employees in my company are reluctant to challenge
authority.
There is a general lack of trust between management and
employees at lower levels in the organisation.
Employees in my company prefer to be directed
Employees in my company do not volunteer information or
advance new ideas for improving business operations
Employees in my company respond more positively to a
highly structured and centralised structure, rather than a
loosely defined reporting process.
In my company employees place great reliance on clearly
defined procedures, well known strategies and well
understood rules.
In my company, there is a great degree of emphasis on
individual responsibility for results, and individual level
rewards.
In my company there is a great deal of concentration on merit
based opportunities for high earnings, recognition,
advancement, and rewards.

THANK YOU MOST SINCERELY
FOR
COMPLETING THIS QUESTIONNAIRE

Today‟s Date 01/07/09 08:35
Date last revised 16/04/01 16:44
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1 2 3 4 5 6
1 2 3 4 5 6
1 2 3 4 5 6
1 2 3 4 5 6
1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

APPENDIX – 2
STRUCTURED INTERVIEW QUESTIONNAIRE
HUMAN RESOURCES MANAGEMENT
QUESTIONNAIRE FOR STRUCTURED INTERVIEW

The purpose of this questionnaire is to make an overall assessment of the impact of
Human Resources Management (HRM) on the performance of corporations in Barbados
and the Eastern Caribbean. The results may be compared with those obtained in North
America and Europe, to see if the trends in this region are similar to those that are being
observed in the developed world.
You are asked to provide information about your company that will assist in the
eventual findings. In return the information collected will be shared with you. You and
your organisation may benefit from the information gathered in several ways. Among
these will be the opportunity to perform a self audit of your human resource practices
and so determine the extent to which improvements in these areas my enhance the
overall performance of your company.
Please be assured that the information you make available will be treated in the strictest
confidence. Material that is published will be in aggregate form, so that no individual or
company may be identified.

The questionnaire is divided into five (5) sections as follows:
Section A covers the basic information on the company.
Section B inquires into the relevance which Caribbean businesses place on HRM in
their operations.
Section C examines the extent to which Caribbean businesses have introduced or are
planning to introduce – Strategic Human Resource Management (SHRM) or other
Effective People Management Measures (EPMM)
Section D seeks to identify whether there is a correlation between the presence of
(SHRM)/EPMM and business performance in the region.
Section E attempts to determine the degree to which HRM practices may be influenced
by the culture of the region.
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HOW TO COMPLETE THIS SURVEY

Read each statement/question carefully.
Supply the answer that best indicates your company‟s approach to the questions asked.
If you cannot provide or do not know the answer, move on to the next question.
The questionnaire should take about one (1) hour to complete. It may be covered
all at once or in segments, as your time permits.
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QUESTIONNAIRE
SECTION (A)
ABOUT THE BUSINESS
1.

What is the primary type of business conducted by your
company?
Please check  the appropriate box.
AGRICULTURE
BANKING/FINANCE
CONSTRUCTION/ARCHITECTURE
DISTRIBUTION/RETAIL
INFORMATION TECHNOLOGY SERVICES
INSURANCE
MANUFACTURING
PRINTING, PUBLISHING AND ADVERTISING
UTILITIES
IF A UTILITY, STATE WHICH ONE
ELECTRICITY
GAS
WATER
TELEPHONE
REAL ESTATE
TOURISM & LEISURE
OTHER (PLEASE SPECIFY)
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2.

What was the average annual sales revenue of your company for the period ended
in 1998, 1999 & 2000?
Please check  one ( indicating the currency in which it is reported, e.g.
U.S.$;Bds.$; EEC $, etc.)
1998

1999

2000

$1,000,000 or LESS
$1,000,000

- $5,000,000

$5,000,001

- $10,000,000

$10,000,0001 - $20,000,000
$20,000,001 - $30,000,000
$30,000,001 - $40,000,000
$40,000,001 - $50,000,000
OVER $50,000,000

3.

About how many people, on average, were employed full time by your company
during the period ended in the years listed below? (Locally only where there are
operations outside the country)

Please check  one
1998
Under 50
50 – 99
100 – 199
200 – 300
301 - 400
400 - 500
over 500
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1999

2000

4.

Of the total number of employees in your company, about what percent fall into
each of the following categories for the period ended in the years listed below?
(Locally only where there are operations outside the country)

Please insert the appropriate % in each case

5.

1998

1999

2000

4.1. Hourly/clerical

…….. %

…….. %

…….. %

4.2. Technical/Professional

…….. %

…….. %

…….. %

4.3. Supervisors/managers

…….. %

…….. %

…….. %

4.4. Other

…….. %

…….. %

…….. %

How many years has your organization been in business?
Please check  one
1998
Less than 1 year
1 to 5 years
6 to 10 years
11 to 15 years
16 to 20 years
21 to 30 years
31 to 40 years
41 to 50 years
More than 50 years
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1999

2000

6.

What is your title or position in the organization?
Please specify and/or check  the appropriate box/es
CEO, President, Managing Director
Human Resources Manager,
Vice President of Human Resources,
or equivalent title
Head of department, division
Other (Please specify)

7.

Who makes the critical decisions on the operations of your company?
Please check  the appropriate box/es
Locally Managers/Directors
Regionally based (Caribbean) Managers/Directors
Directors/Managers outside the region

8.

What percentage of your company is represented by labour unions?
Please check the appropriate box
Less than 10%
Over 10% but less than 20 %
Over 20% but less than 30%
Over 30% but less than 40%
Over 40% but less than 50%
Over 50%
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9.

How many full time equivalent HR professional staff employees are there in
your company? Please check the appropriate box. (Where applicable please
make an allowance for those persons who may be performing only partial HR functions).
1
2
3
4
5
more than 5

10.

How long have you been in your position? Please check the appropriate
box
1-3 Years
4-7 Years
8-10 Years
more than10 Years

11.

How long have you been in your company? Please check the appropriate
box.
1-3 Years
4-7 Years
8-10 Years
10-15 Years
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12.

How many persons have taken early retirement in each of the last three years?
Please check  one
1998

1999

2000

Less than 5
5 – 10
11 – 20
21 – 30
31 - 40
41 - 50
over 50

13.

How many persons have resigned from your company during the last three
years?
Please check  one
1998
Less than 5
5 – 10
11 – 20
21 – 30
31 - 40
41 - 50
over 50
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1999

2000

14.

Has your company been engaged in any downsizing exercise/s within the last
three years?
Yes



No



If the answer to this question is no, please skip the next question No. 15.
15.

If your company has downsized its total workforce during the last three years,
how many people were made redundant in each of these years?
Please check  one
1998
Less than 5
5 – 10
11 – 20
21 – 30
31 - 40
41 - 50
over 50
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1999

2000

QUESTIONNAIRE
SECTION B
THE RELEVANCE WHICH CARIBBEAN BUSINESSES PLACE ON HRM IN
THEIR OPERATIONS

Listed below are a number of Human Resource Goals that are considered
important to business success. Please rank in order of importance the 10 that you
regard as most critical to your organisation. Indicate your ranking by labelling the
most important “1”, the second most important as “2”, etc in the (…..) dotted area
to the left of the goal.
1.

a.
b.
c.
d.
e.
f.
g.
h.
i.
j.
k.
l.
m.
n.
o.
p.
q.
r.
s.
t.

2

Attraction of a sufficient number of highly qualified applicants.

Retention of qualified employees.
High levels of productivity, quality, and customer satisfaction.
High levels of employee satisfaction.
Rewards based on individual performance.
Rewards based on team/unit performance.
Rewards based on company performance.
Legal compliance with human resource-related legislation
and regulations.
Reputation as an employer of choice.
Recognition of the organization as a national asset.
Workforce flexibility to meet changing requirements.
e.g. different jobs, skills, locations etc.
Linkage of human resource management strategies to
business strategies and objectives.
A strong organizational culture.
Continual management development and training.
Continual non-management development and training.
Fairness in all dealings.
Efficient conflict resolution between management and
employees.
Support programs for employees with personal difficulties
that interfere with production work.
A healthy and safe work environment.
Cost-effective human resource policies and practices.

Please indicate what you believe will be the three MOST CRUCIAL HUMAN
RESOURCE ISSUES to be addressed to gain competitive advantage in the near
future.

……………………..………………………………………..
………………………………………………………………
………………………………………………………………
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3

Many observers have predicted significant changes in the work and business
environment for the 21st century. Some of these changes are listed below.
Please choose and rank the five changes, which in your view will have the most
impact on HR management. You should indicate your rankings as follows:-

In the box on the left of the list below, please place a “1” to indicate the highest impact,
“2” to indicate the next highest impact, etc.
Increased national/international competition.
Increased governmental regulation.
Globalisation of corporate structure.
Growth in non-traditional business structure e.g. business alliances, joint
ventures.
Globalisation of the economy/breakdown of trade barriers.
Increased energy costs.
Increased reliance on automation/technology to produce goods and services.
More sophisticated information/communication/technology.
Changing attitudes of society toward business.
Heightened concern about pollution and natural resources.
Heightened focus on total quality/customer satisfaction.
Changing employee values, goals and expectations e.g. less loyalty to current
employer.
Fewer entrants into the workforce.
Inadequate skills of entrants into the workforce.
Cross border application of employee rights.
Changing composition of the workforce with respect to gender, age and /or
ethnicity.
Greater concerns about the confidentiality of personal information.
Other – Please indicate:
……………………………………………………………………………
……………………………………………………………………………
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4

Does your company have an identifiable Human Resource Management
function?
Please tick  the appropriate box.
5

6

7.

Yes





No

If your answer to question 2 above is yes, please describe briefly how it is
identified - e.g. Human Resource Manager or other such title, with direct
responsibility for HR matters.

Please choose the answer below which best describes the way in which HRM is
practiced in your company, by ticking  the box to the right.
a) The HR function is there to administer services
on behalf of the organization
or



b) The HR function operates as a strategic partner,
contributing fully to the development of the business
or



c) Other (Please describe)



Please indicate by ticking  in the box next to it, the statement
which best describes the place of the line manager relative to HRM.
a. Line managers use the knowledge and expertise
of the HR staff as they see fit (a consultative model)



or
b. HR staff are given almost complete responsibility for discrete
aspects of people management such as recruitment or rewards.
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8.

Please indicate by circling the appropriate number, using the following 1- 5
ranking scale, the extent to which you agree or disagree with the following
statements:
1 = Strongly Agree
4 = Disagree

a)

My company has a clearly defined business strategy.
1

b)

5

2

3 4

5

2

3 4

5

2

3 4

5

2

3 4

5

In my company the role of the HR department is frequently that of fire fighter,
(viz., reacting to the daily demands of operating departments or to crises).
1

h)

3 4

My organisation has developed a set of key performance indicators.
1

g)

2

In my company there are training programmes designed to correct deficiencies
in
the skills and competencies of our employees.
1

f)

5

In my company we have developed a means of assessing the skills and
competencies of our employees.
1

e)

3 4

In my company there are a specific set of skills and competencies required for
HR
work.
1

d)

2

There is an HRM element formally included in my company‟s business strategy.

1

c)

2 = Agree
3 = Neither Agree nor Disagree
5 = Strongly Disagree

2

3 4

5

In my company the representation of employee interests is a legitimate part of
the HR function.
1

2

3 4

5
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9.

Companies may organize and staff their HR Departments in many different
ways. Please checkbelow in the appropriate box to indicate the
relationship which exists in your company:

(a)

(i)

The top HR executive reports directly to a top executive (CEO,
President or Managing Director).

or

(b)

(ii)

The top HR executive reports directly to an executive
other than a top executive.

(i)

The top HR executive in a business unit reports directly
to a Corporate HR Executive.

(ii)

(c)

(i)

or
The top HR executive in a business unit reports directly
to an operations executive.

The organisational unit primarily responsible for setting
strategic HR directions and policies is centralised,
i.e. headquarters HR Staff.

or
(ii)

(d)

Decentralised, i.e. business unit HR staff.

The primary type of organisational structure used in the
HR Department is,
(i) Functional i.e. specific HR areas e.g. benefits,
recruiting etc.

(ii)

or
Flexible i.e., organised based on the work to be done.
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10.

To what extent do you agree or disagree with each of the following
statements regarding the HR department in your company. Please circle the
appropriate number.

1 = Strongly Agree
4 = Disagree

1.
2.
3.
4.
5.
6.

11.

2 = Agree
3
5 = Strongly Disagree

= Neither agree or disagree

A position in the HR department is viewed as a critical development
experience for the Managers.
The HR department is critical to the success of the company.
The HR department should purchase programmes and services from
outside vendors.
The HR department should develop its own programmes and services.
Each manager should have HR skills.

1 2

3

4

5

1 2
1 2

3
3

4
4

5
5

1 2
1 2

3
3

4
4

5
5

Please indicate the extent to which HR Staff in your company currently possess the
capabilities and attributes listed below. Please circle the appropriate number in the
right hand column of the table.

1 = Applies to more than 90 percent;
2 = Applies to between 75 to 90 percent;
3 = Applies to between 50 to 75 percent; 4 = Applies to between 10 to 50 percent;
5 = Applies to less than 10 percent.

1
2
3
4
5
6
7
8

Computer Literacy.
HR career-oriented.
Line management experience.
International experience.
Broad knowledge of all HR Functions.
Highly specialized knowledge of a few HR functions.
Experience in other key business areas.
Takes appropriate risks to accomplish objectives.
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1
1
1
1
1
1
1
1

2
2
2
2
2
2
2
2

3
3
3
3
3
3
3
3

4
4
4
4
4
4
4
4

5
5
5
5
5
5
5
5

12.
Listed in the table below are actions that could be taken to achieve
competitive advantage through human resource management. For each action,
please circle the appropriate number in the right hand column of the table below
to indicate how important it is to ensure achievement of this objective in your
company.
1 = Critically important; 2 = Very important; 3 = Important; 4 = Moderately important; 5 = Not
important.
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.
21
22
23
24.
25
26
27

Recruit and hire from non-traditional labour pools.
Emphasize quality university hiring programs.
Provide basic education or skills training for new hires.
Identify high-potential employees early and develop them quickly.
Require continuous training/retraining of all employees.
Establish multiple and parallel career paths.
Activate corporate involvement in public education issues to ensure a
quality workforce.
Radically increase spans of control; eliminate extensive layers of
middle management.
Require employees‟ flexibility to change jobs, skills/location.
Utilize non-permanent workforce (vendors, part-time employees,
retirees) to lower fixed labour costs.
Manage diversity through specially tailored programs and systems for
each constituency.
Promote corporate culture that emphasises principles of quality.
Facilitate full employee involvement in decisions that directly affect
them; promote participative management style.
Promote advanced technology for communicating company-wide
(electronic bulletin boards, video programs).
Communicate business directions, problems, & plans to employees.
Require employees to self-monitor and self-improve throughout their
careers.
Encourage and reward employee external volunteer activities which
foster personal development or company reputation.
Provide full employment (life time job security) with the company
Promote employee empowerment through ownership and
accountability.
Implement a pay system that promotes sharing in both the rewards
and risks of business success and failure.
Emphasize teamwork and team performance above individual
performance.
Focus on merit philosophy throughout the organization; emphasize
individual performance.
Encourage, recognize and reward employees for business and
productivity gains.
Encourage, recognize, and reward employees for enhancing their own
skills or knowledge.
Encourage, recognize and reward employees for innovation and
creativity.
Encourage, recognize, and reward employees for customer service
and quality.
Adopt performance appraisal systems using peer, subordinate and
customer ratings.
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1
1
1
1
1
1
1

2
2
2
2
2
2
2

3
3
3
3
3
3
3

4
4
4
4
4
4
4

5
5
5
5
5
5
5

1

2

3

4

5

1
1

2
2

3
3

4
4

5
5

1

2

3

4

5

1
1

2
2

3
3

4
4

5
5

1

2

3

4

5

1
1

2
2

3
3

4
4

5
5

1

2

3

4

5

1
1

2
2

3
3

4
4

5
5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

28
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43

Provide flexible benefits packages and modules.
Share benefit risks and costs with employees.
Offer assistance and services to help employees meet family and
personal needs.
Ensure employees and their families aggressively pursue good health.
Promote flexible work arrangements, e.g. job sharing, work at home,
part time work.
Develop innovative or flexible outplacement programs.
Provide wide range of flexible retirement opportunities.
Promote flexible cross-functional teams and action work groups.
Provide large differences in status and/or perquisites between levels.
Emphasize the development of managerial talent.
Link pay to performance.
Address poor performance effectively.
Seek and act on employee suggestions and input.
Educate employees about the company‟s financial performance.
Educate employees about how their work contributes to the
company‟s success.
Other (Please list)
…………………………………………………………….
……………………………………………………………
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1
1
1

2
2
2

3
3
3

4
4
4

5
5
5

1
1

2
2

3
3

4
4

5
5

1
1
1
1
1
1
1
1
1
1

2
2
2
2
2
2
2
2
2
2

3
3
3
3
3
3
3
3
3
3

4
4
4
4
4
4
4
4
4
4

5
5
5
5
5
5
5
5
5
5

QUESTIONNAIRE
SECTION C
THE EXTENT TO WHICH CARIBBEAN BUSINESSES HAVE INTRODUCED
OR ARE PLANNING TO INTRODUCE EFFECTIVE PEOPLE MANAGEMENT
MEASURES (EPMM)

Using the 1-5 ranking scale shown below, where
1 = HRM considerations are extremely important.
2 = HRM considerations are very important.
3 = HRM considerations are somewhat important.
4 = HRM considerations are relatively unimportant.
5 = HRM considerations are ignored.
Please indicate by circling the appropriate number in the table immediately after the
question, the extent to which HRM is integrated into your company‟s planning structure
in relation to the issues listed below.

1.

The business strategy.
1 2 3

2.

3.

4.

Development of policy.
1 2

3 4 5

1 2

3 4 5

Disciplinary procedures.

Provision of an auditing and controlling function.
1 2

5.

6.

7.

4 5

3 4 5

Conciliation (i.e. seeking to find agreement between smooth running of
personnel services).
1 2

3 4 5

1 2

3 4 5

Hiring the right people.

Maintaining an adequate system of compensations and benefits.
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1 2

8.

Fulfilment of legal and statutory obligations.
1 2

9.

3 4 5

Consideration of employee interests.
1 2

10.

3 4 5

3 4 5

Please list other areas as appropriate and rank them according to the same scale.

……………………………………….………………………………………
……………………………………………………………………………….
……………………………………………………………………………….
11.

What is the average number of hours training received by a typical employee in
the following categories in each of the last three years? Please insert the number
of hours in the appropriate box in the table immediately below.
Year

Daily/Hourly
Paid (Hours)

Supervisory
(Hours)

Managerial
(Hours)

1998
1999
2000

12.

Which of the following promotion decision rules do you use most often? (Please
check  the appropriate box in the third column of the table immediately below.
Item
(a)
(b)
(c)
(d)

13.

Promotion Basis
Merit or performance rating alone.
Seniority, only if merit is equal.
Seniority among employees who meet a minimum
Merit requirement.
Seniority alone.



For the five (5) positions that your firm hires most frequently how many
qualified applicants do you have per position (on average)? Please indicate in the
table below.
Position

No of Qualified
Applicants

1
2
3
4
5
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14.

Using the 1-5 ranking scale shown below, where
1 = None (0%),
2 = A small proportion (1-25%),
3 = A moderate proportion (26 – 50%),
4 = A large proportion (51 – 75%),
5 = A very high proportion (over 75 %),

please indicate the proportion of employees in your company that are covered in the
areas mentioned, by circling the appropriate number in the table immediately after the
question.

a.

b.
c.
d.
e.

f.

g.

h.
i.
j.

15.

Item
What is the proportion of employees who are included in formal
information sharing programmes? (e.g., newsletters, information
exchange meetings, etc.)
What is the proportion of the workforce whose job has been
subjected to a formal job analysis?
What proportion of non-entry level jobs have been filled from
within in recent years?
What is the proportion of the workforce who are administered
attitude surveys on a regular basis?
What is the proportion of the workforce who participate in
Quality of Worklife (QWL) programmes, Quality Circles (QC),
and/or Labour-Management participation teams?
What is the proportion of the workforce who have access to
company incentive plans, profit-sharing plans, and/or gain
sharing plans?
What is the proportion of the workforce who have access to a
formal grievance procedure and/or complaints resolution
system?

1

2

%
3 4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

What proportion of the workforce is administered an 1
employment test prior to hiring?
What is the proportion of the workforce whose performance
1
appraisals are used to determine their compensation?
What proportion of the workforce receives formal performance 1
appraisals?

2

3

4

5

2

3

4

5

2

3

4

5

For the following list of HR areas please indicate how satisfied you are with the
results currently being achieved in each area in your company.
Please use the 1 – 5 ranking scale immediately shown below and circle the
appropriate number beside each item to indicate the degree of satisfaction.

1 = Highly satisfied ; 2 = Satisfied; 3 = Neither satisfied or dissatisfied
4 = Dissatisfied;
5 = Very dissatisfied
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a.
b.
c.
d.
e.
f.
g.
h.
i.
j.
k.
l.
m.
n.
o.
p.
q.
r.
s.
t.
u.
v.
w.
x.

16.

Workforce Planning – Flexibility and Deployment.
Management of Labour Costs.
Workforce Productivity and Quality of Output.
Compensation.
Benefits and Services.
Employment Participation and Empowerment.
Teamwork
Management and Executive Development.
Assessing Employee Attitudes.
Succession Planning and Development for Managers.
Employee Education and Training.
Recruiting and Employment.
Employee/Industrial Relations.
Performance Appraisal.
Employee and Manager Communications.
Work/Family Programs.
Equal Opportunity for Females.
Equal Opportunity for Minorities.
Equal Opportunity for Persons with Disabilities etc.
Safety and Health.
Selection Testing.
Social Responsibility Programs.
Physical Environment.
Equipment.

1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1

2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2
2

3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3

4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4

5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5
5

In general how do you classify your experience with your employee
involvement efforts such as seeking their active participation in decisionmaking, encouraging suggestions for improvement, providing them with
information on the financial performance of the company etc.? (Please tick 
the appropriate box in the third column on the right of the table immediately
below).
No
1.
2.
3.
4.
5.

Item
Very negative
Negative
Neither negative nor positive
Positive
Very positive
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SECTION D
TO IDENTIFY THE BUSINESS PERFORMANCE OF CARIBBEAN
COMPANIES

1.

Using the 1 – 6 scale where
1
2
3
4
5
6

=
=
=
=
=
=

Decreased significantly (over 30%),
Decreased slightly (10 to 30%),
Remained about the same
Increased moderately (10 to 30%) and
Increased significantly (over 30%),
Not applicable,

please indicate by circling the appropriate number in the table immediately following
how your company has performed on average within the last three years.

a.

Long run level of profitability.

1 2 3 4 5 6

b.

Growth rate of sales or revenues.

1 2 3 4 5 6

c.

Employee job satisfaction.

1 2 3 4 5 6

d.

Employee commitment or loyalty to the firm.

1 2 3 4 5 6

e.
f.

Financial strength (liquidity and ability to raise 1 2 3 4 5 6
financial resources).
1 2 3 4 5 6
Public image and goodwill.

g.

Products (or services) quality.

1 2 3 4 5 6

h.

Employee Productivity.

1 2 3 4 5 6
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2.

Using the 1 - 5 scale shown below, where
1
2
3
4
5

=
=
=
=
=

exclusive competitive advantage, (almost a monopoly),
high competitive advantage, (well ahead of the competition),
moderate competitive advantage, (ahead of the competition),
low competitive advantage and (about even with the competiion),
no competitive advantage at all, (behind the competition),

please circle the appropriate number based on each question. (YOUR ANSWER
SHOULD BE BASED ON YOUR EXPERIENCE OVER THE LAST THREE (3)
YEARS)

a.
b.
c.
d.
e.

f.
g.

h.
i.

3.

What is the extent of your firm‟s competitive advantage in providing
customers with your main line of products and services?
To what extent has your firm been successful in duplicating and
producing new products and services?
To what extent has your firm been successful in its efforts to increase
the quality of your products and services?
To what extent has your company been successful in improving the
recognition of its name and representatives?
To what extent has your company been successful in providing
customers with products or services at prices below that of your
competitors?
To what extent has your company been able to generate customer
loyalty and repeat business from a set of customers?
To what extent has your company been successful in switching
quickly between different types of products/services to respond to
fluctuations in market demand?
To what extent has your company been successful at anticipating and
solving the problems of important key customers?
To what extent has your company been successful in pursuing
economies of scale?

1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5

1 2 3 4 5
1 2 3 4 5

1 2 3 4 5
1 2 3 4 5

Please indicate in the table below, the relative importance which your company assigns to each of
the following strategic priorities.

a.
b.
c.

Item
Operational excellence (efficiency, being a low cost, lean operation)
Product leadership, innovation, looking outward for new ideas,
technologies, products, being first to market.
Customer intimacy (concentrating on a lifelong relatioship with a chosen
group of customers and offering solutions to their problems.
Total
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%

100

SECTION E
TO DETERMINE THE DEGREE TO WHICH HRM PRACTICES MAY BE
INFLUENCED BY THE CULTURE OF THE CARIBBEAN REGION

Using the scale following, please indicate by circling the appropriate number in the
table immediately below how employees in your company react in given circumstances.
1
2
3
4
5
6

a.
b.
c.
d.
e.

f.

g.

h.

=
=
=
=
=
=

Strongly agree
Agree
Slightly agree
Slightly disagree
Disagree
Strongly disagree

Employees in my company are reluctant to challenge authority.
There is a general lack of trust between management and
employees at lower levels in the organisation.
Employees in my company prefer to be directed
Employees in my company do not volunteer information or
advance new ideas for improving business operations
Employees in my company respond more positively to a highly
structured and centralised structure, rather than a loosely defined
reporting process.
In my company employees place great reliance on clearly
defined procedures, well known strategies and well understood
rules.
In my company, there is a great degree of emphasis on
individual responsibility for results, and individual level
rewards.
In my company there is a great deal of concentration on merit
based opportunities for high earnings, recognition, advancement,
and rewards.
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1 2 3 4 5 6
1 2 3 4 5 6
1 2 3 4 5 6
1 2 3 4 5 6
1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

ADDENDUM
1.

Please indicate below whether in your opinion, there are any significance Human
Resource Management issues which were not covered in the questionnaire.
…………………………………………………………………
…………………………………………………………………
…………………………………………………………………
…………………………………………………………………
…………………………………………………………………

2.

If you have provided information on the question immediately above, it would be
appreciated if you could state briefly, your views on these issues.
……………………………………………………………………………
……………………………………………………………………………
……………………………………………………………..……………..
……………………………………………………………………………
……………………………………………………………………………

THANK YOU MOST SINCERELY
FOR
COMPLETING THIS QUESTIONNAIRE

Date last revised Today‟s Date -

10/05/01 18:30
01/07/09 08:35
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APPENDIX 3
THE EMPLOYEE QUESTIONNAIRE

The purpose of this questionnaire is to make an overall assessment of the impact of
Human Resources Management (HRM) on the performance of corporations in Barbados
and the Eastern Caribbean. You are asked to provide information about your company
from your perspective as an employee, which will assist in the eventual findings.
The results may be compared with those obtained in North America and Europe, to see
if the trends in this region are similar to those that are being observed in the developed
world. The usefulness of the exercise will depend on your frankness and care in
answering the questions asked. There are no right or wrong answers. Please give your
own honest opinions.
Please be assured that the information you make available will be treated in the strictest
confidence. Material that is published will be in aggregate form, so that no individual or
company may be identified.

HOW TO COMPLETE THIS SURVEY

Read each statement/question carefully.
Please supply the answer that best indicates your company‟s approach and/or your own
views on the questions asked.
If you cannot provide or do not know the answer, move on to the next question.
The questionnaire should take about fifteen minutes to complete.
Name of Organisation
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1.

What is your title or position in the organization?
Please specify and/or check  the appropriate box/es

2.

Regular employee (E.g. (Clerk, General Worker, Mechanic, etc)



Supervisory or Professional (E.g. Accountant, Engineer)



Managerial (Head of section or department)



Other (Please state)



Is your position represented by a labour union?
Please check the appropriate box

3.

4.

5.

6.

Yes



No



If your answer to question 2 is yes, are you a member of the union?
Yes



No



How long have you been in your position? Please check
box below.

the appropriate

1-3 Years



4-7 Years



8-10 Years



more than10 Years



How long have you been in your company? Please check the appropriate
box.
1-3 Years



4-7 Years



8-10 Years



10-15 Years



more than15 Years



What is the average number of hours training received by you in each of the last
three years? Please insert the number of hours in the appropriate box in the table
immediately below.
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Year
1998
1999
2000

7.

Hours

Using the 1-6 scale shown in the first row of the following table, please indicate
your views by circling the appropriate number in the columns immediately to the
right of the statement.

No Statement
a.

b.

c.

d.

e.

f.

g.
h.

i.

Strongly Agree
Agree
1
2
My company promotes a corporate

culture that emphasises principles of
quality.
My company facilitates full employee
involvement in decisions that directly
affect them.
My company promotes advanced
technology
for
communicating
company-wide such as, electronic
bulletin boards, video programs etc.
My company communicates business
directions, problems, & plans to
employees.
My company requires employees to
self-monitor
and
self-improve
throughout their careers.
My company encourages and rewards
employee external volunteer activities
which foster personal development or
company reputation.
My company provides employees life
time job security.
My company promotes employee
influence by providing opportunities
for ownership and accountability.
In my company, the pay system
supports sharing in both the rewards
and risks of business success and
failure.

Slightly
Agree
3

Slightly
Disagree
4

Disagree Strongly
Disagree
5
6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

296

No Statement

Strongly Agree
Agree
j. My company emphasizes teamwork and
1
2
team performance above individual
performance.
k. My company encourages, recognizes and
1
2
rewards employees for business and
productivity gains.
l. My company encourages, recognizes, and
1
2
rewards employees for enhancing their own
skills or knowledge.
m. My company encourages, recognizes and
1
2
rewards employees for innovation and
Creativity.
n. My company encourages, recognizes, and
1
2
rewards employees for demonstrating good
customer service and quality.
o. My company offers assistance and services
1
2
to help employees meet family and personal
needs.
p. My company links pay to performance.
1
2
q. My company addresses poor performance
1
2
effectively.
r. My company seeks and acts on employee
1
2
suggestions and input.
s. My company educates employees about the
1
2
company‟s financial performance.
t. My company educates employees about
1
2
how their work contributes to the
company‟s success.
u. Other
1
2
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Slightly
Agree
3

Slightly
Disagree
4

Disagree Strongly
Disagree
5
6

3

4

5

6

3

4

5

6

3

4

5

6

3

4

5

6

3

4

5

6

3
3

4
4

5
5

6
6

3

4

5

6

3

4

5

6

3

4

5

6

3

4

5

6

For the following questions please circle the number which best indicates your
views on the idea stated.
8.

In my company we have developed a means of assessing the skills and
competencies of our employees.
Strongly
Agree
1

9.

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

In my company there are training programmes designed to correct deficiencies in
the skills and competencies of our employees.
Strongly
Agree
1

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

10. In my company the representation of employee interests is a legitimate part of the
Human Resources Management function.
Strongly
Agree
1

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

11. As an employee I am included in formal information sharing programmes? (e.g.,
newsletters, information exchange meetings, etc.)
Strongly
Agree
1

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

12. My job has been subjected to a formal job analysis?
Strongly
Agree
1

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

13. In my company attitude surveys are administered on a regular basis (about once

every two years)
Strongly
Agree
1

Agree
2

Slightly
Agree
3
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Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

14. In my company there are many opportunities to participate in Quality of Worklife
(QWL) programmes, Quality Circles (QC), and/or Labour-Management
participation teams.
Strongly
Agree
1

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

15. In my company all employees have access to company incentive plans, profitsharing plans, and/or gain sharing plans.
Strongly
Agree
1

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

16. In my company all employees are subject to an annual formal performance
appraisals.
Strongly
Agree
1

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

17. In my company the annual performance appraisals is used to determine an
employee‟s compensation.
Strongly
Agree
1

Agree
2

Slightly
Agree
3

Slightly
Disagree
4

Disagree
5

Strongly
Disagree
6

18. Which of the following promotion decision rules does your company use most
often? (Please check  the appropriate box in the third column of the table
immediately below.
Item
(a)
(b)
(c)
(d)

Promotion Basis
Merit or performance rating alone.
Seniority, only if merit is equal.
Seniority among employees who meet a minimum
Merit requirement.
Seniority alone.
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19. Using the 1 – 5 scale below please state your views on the statements presented by
circling the appropriate number in the table to the right of the statement. Your
views should be based on what you have observed within the last three years.
No Statement

a.
b.
c.
d.
e.

Decreased
significantl
y (over
30%),

Decreased
slightly (10
to 30%),

Remained
about the
same

1
1

2
2

1
1
1

2
2
2

Employee job satisfaction.
Employee commitment or loyalty
to the firm.
Public image and goodwill.
Products (or services) quality.
Employee Productivity.

Increased
significantly
(over 30%

3
3

Increased
moderatel
y (10 to
30%)
4
4

3
3
3

4
4
4

5
5
5

5
5

20. Using the 1-6 scale shown in the first row of the following table, please indicate
your views by circling the appropriate number in the columns immediately to the
right of the statement.
No Statement
a.
b.

c.
d.

e.

f.

g.

h.

Employees in my company are
reluctant to challenge authority.
There is a general lack of trust
between management and employees
at lower levels in the organisation.
Employees in my company prefer to
be directed
Employees in my company do not
volunteer information or advance new
ideas
for
improving
business
operations
Employees in my company respond
more positively to a highly structured
and centralised structure, rather than a
loosely defined reporting process.
In my company employees place
great reliance on clearly defined
procedures, well known strategies and
well understood rules.
In my company, there is a great
degree of emphasis on individual
responsibility for results, and
individual level rewards.
In my company there is a great deal
of concentration on merit based
opportunities for high earnings,
recognition,
advancement,
and
rewards.

Strongly
Agree
1

Agree

Slightly
Disagree
4

Disagree

2

Slightly
Agree
3

5

Strongly
Disagree
6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6

1

2

3

4

5

6
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21. In general how do you classify your companies employee involvement efforts such
as seeking your active participation in decision-making, encouraging your
suggestions for improvement, providing you with information on the financial
performance of the company etc.? (Please tick  the appropriate box in the third
column on the right of the table immediately below).
No
1.
2.
3.
4.
5.

Item
Very negative
Negative
Neither negative nor positive
Positive
Very positive



22. Please indicate below whether in your opinion, there are any significance Human
Resource Management issues which were not covered in the questionnaire.
………..…………………………………………………………………
……………………..……………………………………………………
…………………………………..………………………………………
23. If you have provided information on the question immediately above, it would be
appreciated if you could state briefly, your views on these issues.
……………………………………………………………………………
……………………………………………………………………………
……………………………………………………………………………
THANK YOU MOST SINCERELY
FOR
COMPLETING THIS QUESTIONNAIRE

Date last revised Today‟s Date -

04/10/01 18:10
01/07/09 08:35
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APPENDIX 4

Dear Sir:
The University of Bradford Management Centre is offering a Doctorate Programme in
Business Administration (DBA). Mr. Hartley B. Richards is a participant in that
programme and is required to conduct appropriate research as part of the programme
requirements.
Mr. Richards‟ area of research, “Effective People Management”, is of particular
academic and business interest as it expands on the significant body of research already
undertaken, that of “Human Resource Management”, an area that has grown rapidly in
significance in today‟s competitive world.
Mr. Richards is seeking to make his research relevant to the Caribbean region and as
such would like to concentrate on Caribbean companies in case studies and gathering
survey data for analysis. The University of Bradford is very supportive of this research
and is requesting your approval for your company‟s participation in the research study.
You may be assured that the information which you provide will be treated in the
strictest confidence. Information which is published will be in aggregate form, so that
no individual or company may be identified.
Attached is a brief outline of research objective and anticipated value to business and
academia. We hope that your organisation would agree to participate in the research. In
this regard, Mr. Richards will be in touch with you to learn of your decision and to
arrange where possible a mutually convenient time to obtain the necessary data.
Yours faithfully,
Dr. Christine Parkinson
Director, EDP International Programmes
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APPENDIX 5

Letter Sent with Questionnaires
Dear ………………
As the attached letter of introduction from the University of Bradford, U.K., indicates, I
am conducting research in the pursuit of a doctoral degree from that academic
institution. My studies are designed to examine the impact of Human Resource
Management (HRM) in Barbados and the countries that comprise the Organisation of
Eastern Caribbean States (OECS).
I enclose the following:
The research questionnaire and
an outline of my research objectives as well as the value, which I anticipate that the
business community and academia, may derive from my studies.
I would appreciate your timely completion of the questionnaire, since the conclusion of
my studies is inextricably linked to your efforts in this regard. May I invite you to
complete the questionnaire yourself, answering each question as faithfully as you can or
to assign its completion to the person in your organisation who is most likely to be able
to provide the required information.
I recognise that in today‟s fast paced and busy world, providing data such as this
requires significant effort. However, I crave your indulgence in providing input to what
I hope will be an invaluable contribution to the increased performance of Caribbean
business.
Please get in touch with me at 430-4250 if there is anything in the questionnaire that
you consider to need further clarification and more importantly, to provide me with the
opportunity to present you with a small token of appreciation for your cooperation.
Yours truly,

MANAGER CORPORATE SERVICES

Hartley B. Richards
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APPENDIX 6
TABLES
Item 6-1
Classification of Business Activity
Valid Percent
1
2
3
4
5
6
7
8
9
10
11
12
13

INDUSTRY
General
Trading/Distribution
Tourism
Manufacturing
Other
Banking/Finance
Electricity
Construction
Agriculture
IT services
Insurance
Telephone
Publishing
Water
Total

23.6
18.7
14.6
13.0
7.3
5.7
4.9
3.3
2.4
2.4
2.4
.8
.8
100.0

Item 6-2
Business Classification Based on Sales
Size
Sales
%
Small
Less than 5 million dollars
32
Medium
5 to 10 million
17
Large
Over 10 million
51
Total
100

Item 6-3
Business Classification Based on Employees
Size
Employees
%
Small
Less than 100
29
Medium
Over 100 to 200
27
Large
Over 200
44
Total
100
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Item 6- 4
Correlations
SIZE OF
BUSINESS
SALES
SIZE OF BUSINESS
SALES

Pearson
Correlation
Sig. (2-tailed)
N
Pearson
Correlation
Sig. (2-tailed)
N

SIZE OF BUSINESS
EMPLOYEES

SIZE OF
BUSINESS
EMPLOYEES
1
.507

.
124
.507

.000
119
1

.000
119

.
119

** Correlation is significant at the 0.01 level (2-tailed).

Item 6-5
Durability of Business
Classification

Years in Operation

No

%

New

Less than 5 years

7

5.69

Established

5 years or more but less than 10 years

6

4.88

Mature Company

10 years and over

110

89.43

123

100.00

Totals

Item 6-6
Position of Person Responding
Occupation

No

%

HR Personnel

46

37.8

CEO‟s

38

31.1

Heads of Departments

12

9.8

Other Occupations

26

21.3

122

100.0

Total

305

Item 6-7
Critical Decision Making
Location

No

Local

%

100

82.0

Regional

12

9.8

International

10

8.2

122

100.0

Total

Percentage Union
Density
Less than 10
Over 10 & less than 20
Over 20 & less than 30
Over 30 & less than 40
Over 40 & less than 50
Over 50
Total
Missing System
Total

Item 6- 8
Frequency
44
5
3
3
5
57
117
7
124
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Valid
Cumulative
Percent
Percent
37.6
37.6
4.3
41.9
2.6
44.4
2.6
47.0
4.3
51.3
48.7
100.0
100.0

Item 6-9

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21

ORGANISATIONS RESPONDING
TO THE EMPLOYEE QUESTIONNAIRE
Frequency Valid Percent
Shell Antilles
6
3.1
Sam Lord's Castle
6
3.1
Discovery Bay Hotel
9
4.6
Bico
8
4.1
Geddes Grant
1
.5
Purity Bakeries
12
6.1
Courts (Bdos) Ltd
8
4.1
B'dos Mutual
9
4.6
Banks Breweries
11
5.6
A.S. Brydens
12
6.1
Cobblers Cove Hotel
8
4.1
B'dos Port Authority
8
4.1
Royal Bank of Canada
5
2.6
Ernst & Young
15
7.7
Central Bank of B'dos
6
3.1
Roberts Mfg
10
5.1
B'dos Nat Bank
9
4.6
Life of B'dos
13
6.6
B'dos Diary
10
5.1
Courtesy Garage
14
7.1
Nat Petroleum Corp
16
8.2
Total
196
100.0

Item 6-10
POSITION OF EMPLOYEES RESPONDING
Frequency Percent
Valid

Missing
Total

REGULAR EMPLOYEE
SUPERVISORY
MANAGEMENT
OTHER
Total
System

69
56
31
30
186
10
196
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35.2
28.6
15.8
15.3
94.9
5.1
100.0

Valid
Percent
37.1
30.1
16.7
16.1
100.0

Item 6-11
Years in Organisation
1-3 years
4-7 years
8-10 years
10-15 years
More than 15 years
Total
Missing System
Total

Frequency Valid Percent
55
30.1
42
23.0
20
10.9
23
12.6
43
23.5
183
100.0
13
196

Item 6-12
LENGTH OF TIME IN POSITION
Frequency Valid
Percent
1-3 years
88
47.6
4-7 years
47
25.4
8-10 years
20
10.8
More than 10 years
30
16.2
Total
185
100.0
Missing System
11
.5
Total
196
100.0

Item 6-13

1.

1
2
3
4
5
6
7
8
9

2.

IDENTIFICATION OF THE QUESTIONS POSED IN THE RESEARCH
INSTRUMENT RELATIVE TO THE INDEPENDENT VARIABLE
Scores
Min Max
PEOPLE PERFORMANCE AS PART OF THE OPERATING
STRATEGY
Section C
Q. 1 – The extent to which HRM is integrated into the business strategy.
1
5
Q. 2 - The extent to which HRM is integrated into the development of
1
5
policy.
Q. 3 - The extent to which HRM is concerned with disciplinary
1
5
procedures.
Q. 4 - The extent to which HRM is engaged in providing an auditing and
1
5
controlling function.
Q. 5 - The extent to which HRM is involved in conciliation of
1
5
employment problems.
Q. 8 - The extent to which HRM reflects legal and statutory obligations.
1
5
Q. 9 – The extent to which HRM looks after employee interests
1
5
Q. 14 (b) – the proportion of the workforce whose jobs have been subject
1
5
to a formal job analysis
Q. 14 (d) – What proportion of the workforce are administered attitude
1
5
surveys on a regular basis.
9
45
SUB-TOTAL
RIGOROUS SELECTION AND HIRING PRACTICES
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10
11
3.
12
4., 5.
& 9.
13
6.
14
7.
15
16

IDENTIFICATION OF THE QUESTIONS POSED IN THE RESEARCH
INSTRUMENT RELATIVE TO THE INDEPENDENT VARIABLE
Scores
Min Max
Q. 6 – The extent to which there is attention to hiring the right people
1
5
Q. 14 ( h) – The proportion of the workforce that is administered and
1
5
employment test prior to hiring.
EXTENSIVE AND CONTINUOUS TRAINING
Q. 11 – The average number of hours training provided each employee
1
5
EMPLOYEE EMPOWERMENT AND REDUCED STATUS AND
DISTINCTION BARRIERS
Q. 14 ( e) – What is the proportion of the workforce that participate in
1
5
QWL programmes etc.
CONTINUOUS PERFORMANCE EVALUATION
Q. 14 (j) – The proportion of the workforce that receives formal
1
5
performance appraisals.
COMPENSATION LINKED TO WORK PROCESSES AND
ORGANISATIONAL PERFORMANCE
Q. 7 - The extent to which the company maintains an adequate system of
1
5
compensation and benefits
1
5
Q. 14 (f) – The proportion of the workforce who have access to

company incentive plans, profit-sharing plans, and/or gain sharing
plans.
17 Q. 14 (i) – The proportion of the workforce whose performance appraisals
are used to determine their compensation.
8. FORMAL INFORMATION SHARING
18 Q. 14 (a) The proportion of employees who are included in formal
information sharing programmes.
10. & RELATIVE EMPLOYMENT SECURITY & PROMOTION FROM
11. WITHIN
19 Q. 12 – The basis on which employees are promoted
20 Q. 14 (c) – What proportion of non-entry level jobs are filled from within.
12. FORMAL GRIEVANCE PROCEDURES
21 Q. 14 (g) – The proportion of the workforce who have access to a formal
grievance procedure and/or complaints resolution system.

309

1

5

1

5

1

5

1

5

Item 6-14
DEPENDENT VARIABLE (B) - IDENTIFICATION OF THE QUESTIONS POSED IN
THE RESEARCH INSTRUMENT RELATIVE TO FUTURE CHALLENGES
Scores
Min Max
1 The extent of the firm‟s competitive advantage in providing customers with
1
5
its main line of products and services.
2 The extent of the firm‟s success in duplicating and producing new products
and services.

1

5

3 The extent of the firm‟s success in its efforts to increase the quality of its
products and services

1

5

4 The extent of the company‟s success in improving the recognition of its name
and its representatives.

1

5

5 The extent of the company‟s success in providing customers with products or
services at prices below that of its competitors.

1

5

6 The extent of the company‟s success in generating customer loyalty and
repeat business from a set of customers.
7 The extent of the company‟s success in switching quickly between different
types of products/services to respond to fluctuation in market demand.
8 The extent to which the company has been successful at anticipating and
solving the problems of important key customers.
9 The extent to which the company has been successful in pursuing economies
of scale.

1

5

1

5

1

5
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Item 6-15
Firm Selection for Detailed Financial Analysis

Country of Origin
Anguilla

No of
Firms
Identified
for
Survey
9

%

No of Firms
Responding

No for
Detailed
Analysis

%

Name of Firms

2

4

3

1

1)Hotel

54

13

8

7

2

1) LIAT, 2) Rex Halcyon

Barbados

123

31

66

50

12

Dominica

33

8

5

4

1

Grenada

56

14

9

7

2

Montserrat

10

3

3

2

1

St. Lucia

56

14

8

7

2

St. Kitts & Nevis

46

11

10

8

2

St. Vincent & The

15

4

9

7

2

6

5

128

100

Antigua & Barbuda

Grenadines
Country not identified
Total

402

100
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25

1) Almond Beach Village, 2)
A.S. Bryden & Sons
(Barbados) Ltd., 3) Banks
Breweries Ltd., 4) Cable &
Wireless, Bartel, 5) Cable &
Wireless, BET, 6) The
Barbados Light & Power Co.
Ltd., 7) Williams Industries,
8),Barbados National Bank 9)
Goddard Enterprises, 10), Port
Authority 11),Arawak Cement
Plant 12) The Barbados
Mutual.
1) Dominica Electric Utility
1) Fort Young Hotel, 2)
Grenada Electric Utility.
1) Monserrat Electric Utility
1) Four Seasons Hotel, 2) St.
Lucia Electric Utility
1) St. Kitts, Nevis Anguilla
Trading and Development Co.
2) Builders Paradise St. Kitts
Ltd..
1) East Caribbean Feeds, 2) St.
Vincent Electricity Co.

Item 6-16
Correlations
Factor -1 Employee
HR
productivity
Intregation
Factor -1 HR Intregation
1
.232*
Sig. (2.
.013
tailed)
N
120
114
Employee productivity
Pearson
.232*
1
Correlation
Sig. (2.013
.
tailed)
N
114
114
* Correlation is significant at the 0.05 level (2-tailed).
Correlations
Factor -1
Employee
HR
productivity
Intregation
Spearman's Factor -1 HR Correlation
1.000
.276**
rho
Intregation
Coefficient
Sig. (2.
.003
tailed)
N
120
114
Employee
Correlation
.276**
1.000
productivity
Coefficient
Sig. (2.003
.
tailed)
N
114
114
** Correlation is significant at the .01 level (2-tailed).

Item 6-17
Correlations
Employee
productivity

Employee productivity

Pearson
Correlation
Sig. (2tailed)
N
Factor -2 Employee
Pearson
Motivation & Skills
Correlation
Sig. (2tailed)
N
* Correlation is significant at the 0.05 level (2-tailed).
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Factor -2
Employee
Motivation &
Skills
1
.203*
.

.030

114
.203*

114
1

.030

.

114

120

Item 6-18

Spearman's
rho

Correlations
Employee
Factor -2
productivit Employee
y
Motivation &
Skills
Employee
Correlation
1.000
.224
productivity Coefficient
Sig. (2.
.017
tailed)
N
114
114
Factor -2
Correlation
.224
1.000
Employee
Coefficient
Motivation & Sig. (2.017
.
Skills
tailed)
N
114
120

* Correlation is significant at the .05 level (2-tailed).
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Item 6-19
Correlations of Factor 1 – HR Integration with Enhance Business Performance

Pearson Correlations

1

2

3

4

5

6

7

8

9

10

11

12

FACTOR -1
LONG RUN PROFITABILITY
-0.051
SALES GROWTH
-0.059
0.591
FINANCIAL STRENGTH
0.110
0.556
PUBLIC IMAGE
0.081
0.399
PRODUCT QUALITY
0.109
0.337
OVERALL CORPORATE
PERFORMANCE
0.118
0.657
BUSINESS STRATEGY (Sect
C-1)
0.742
0.062
DEVELOPMENT OF POLICY
(Sect C-2)
0.791
0.024
AUDITING &
CONTROLLING FCTN (Sect
C-4)
0.558
0.070
CONCILIATION (Sect C-5)
0.735
-0.103
HIRING THE RIGHT PEOPLE
(Sect C-6)
0.726
0.021
EMPLOYEE INTERESTS
(Sect C-9)
0.737
-0.019
**Correlation is significant at the 0.01 level (2-tailed).
*Correlation is significant at the 0.05 level (2-tailed).

0.392
0.420
0.255

0.341
0.436

0.508

0.568

0.626

0.515

0.505

0.012

0.042

0.177

0.147

0.209*

0.069

0.155

0.158

0.095

0.231*

0.791

0.082
-0.044

0.194
0.099

0.216*
-0.039

0.190*
-0.028

0.165
0.116

0.447
0.518

0.516
0.577

0.366

-0.048

0.221*

0.119

0.092

0.203*

0.612

0.590

0.332

0.502

-0.031

0.264*

0.119

0.171

0.160

0.528

0.603

0.368

0.593
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0.674

Item 6-20
Results of Regression Analysis of the Dependent Variable LONG RUN PROFITABILITY
when Improved EMPLOYEE OUTCOMES is Introduced
Variables
Model 1
Model 2
Model 3
Model 4
Model 5
B
s.e.
B
s.e.
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.230 0.360 2.064 0.481 2.182 0.680 1.317 0.897 1.806
0.872
COUNTRY OF ORIGIN
0.007 0.037 0.067 0.048 0.069 0.049 0.070 0.048 0.065
0.048
AGE OF ORGANIZATION -0.018 0.042 -0.044 0.054 -0.047 0.055 -0.034 0.055 -0.039
0.056
FIRM SIZE
-0.064 0.104 0.010 0.134 0.015 0.138 0.043 0.139 0.012
0.136
TYPE OF BUSINESS
0.068 0.046 0.073 0.066 0.073 0.067 0.068 0.066 0.072
0.067
Factor 1 - HR Strategy &
Org Structures
-0.035 0.127 -0.025 0.134 -0.101 0.143 -0.057
0.142
Factor 2 - Emplyee Welfare,
Motivation & Skills
Improved Employee
Commitment

0.252

0.118

0.261

0.126

-0.035

0.143

Improved Employee
Productivity
Improved Employee
Outcomes

R²
∆ R²
F for ∆ R²
Sig.
N

0.028
0.649
0.629
94

0.215

0.124

0.174

0.177

0.235

0.128

0.034

0.095

0.131

0.132

0.149

0.133

0.103

0.104

0.121

0.105

1.127
0.362
94

0.954
0.476
94

1.104
0.378
94

0.965
0.468
94

**p < 0.04
ªThese statistics reflect the incremental variance accounted for when in addition to variables F1 (HR
Strategy & Org Structures) and F2 (Employee Welfare, Motivation and Skills) (Model 2) Improved
Employee Outcomes – Improved Employee Commitment (Model 3), Increased Employee Productivity
(Model 4) and the Combination of Improved Employee Commitment and Increased Employee
Productivity are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 as well as that of Improved Employee Performance may be considered to be
underestimated because the control variables are not held constant, but are allowed to vary as the model
changes.
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Item 6-21
Results of Regression Analysis of the Dependent Variable FINANCIAL STRENGTH
when Improved EMPLOYEE OUTCOMES is Introduced
Variables
Model 1
Model 2
Model 3
Model 4
Model 5
B
s.e.
B
s.e.
B
s.e.
B
s.e.
B
s.e.
(Constant)
2.048 0.378 2.183 0.531 1.655 0.704 1.345 0.973 1.231
0.901
COUNTRY OF ORIGIN
0.012 0.039 0.006 0.050 -0.004 0.051 0.013 0.051 0.002
0.050
AGE OF ORGANIZATION -0.003 0.044 -0.006 0.057 0.005 0.058 0.007 0.058 0.011
0.058
FIRM SIZE
0.084 0.108 0.086 0.140 0.060 0.141 0.121 0.144 0.089
0.139
TYPE OF BUSINESS
0.014 0.047 -0.002 0.070 -0.003 0.069 -0.008 0.070 -0.006
0.069
Factor 1 - HR Strategy &
Org Structures
0.114 0.153 0.058 0.160 0.035 0.171 0.020
0.168
Factor 2 - Emplyee Welfare,
Motivation & Skills
Improved Employee
Commitment

0.247

0.122

0.202

0.128

0.167

0.147

Improved Employee
Productivity
Improved Employee
Outcomes

R²
∆ R²
F for ∆ R²
Sig.
N

0.009
0.200
0.937
94

0.206

0.129

0.192

0.186

0.186

0.130

0.126

0.097

0.120

0.146

0.141

0.154

0.111

0.137

0.132

0.145

0.975
0.454
94

1.026
0.428
94

0.988
0.453
94

1.091
0.386
94

**p < 0.04
ªThese statistics reflect the incremental variance accounted for when in addition to variables F1 (HR
Strategy & Org Structures) and F2 (Employee Welfare, Motivation and Skills) (Model 2) Improved
Employee Outcomes – Improved Employee Commitment (Model 3), Increased Employee Productivity
(Model 4) and the Combination of Improved Employee Commitment and Increased Employee
Productivity are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 as well as that of Improved Employee Performance may be considered to be
underestimated because the control variables are not held constant, but are allowed to vary as the model
changes.
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Item 6-22
Results of Regression Analysis of the Dependent Variable ENHANCED PUBLIC IMAGE AND GOODWILL
when Improved EMPLOYEE OUTCOMES is Introduced
Variables
Model 1
Model 2
Model 3
Model 4
Model 5
B
s.e.
B
s.e.
B
s.e.
B
s.e.
B
s.e.
(Constant)
3.022 0.277 3.109 0.351 2.656 0.484 1.433 0.589 1.816
0.587
COUNTRY OF ORIGIN
-0.033 0.029 -0.024 0.034 -0.034 0.035 -0.017 0.031 -0.033
0.032
AGE OF ORGANIZATION -0.026 0.032 -0.049 0.039 -0.038 0.040 -0.026 0.036 -0.025
0.038
FIRM SIZE
-0.059 0.080 -0.002 0.094 -0.018 0.094 0.079 0.089 0.014
0.089
TYPE OF BUSINESS
-0.042 0.035 -0.050 0.046 -0.051 0.045 -0.064 0.042 -0.057
0.043
Factor 1 - HR Strategy &
Org Structures
0.134 0.088 0.091 0.093 -0.026 0.093 0.011
0.095
Factor 2 - Emplyee Welfare,
Motivation & Skills
Improved Employee
Commitment

0.119

0.085

0.079

0.089

0.137

0.102

Improved Employee
Productivity
Improved Employee
Outcomes

R²
∆ R²
F for ∆ R²
Sig.
N

0.047
1.210
0.312
94

0.034

0.081

0.392

0.116

0.033

0.087

0.170

0.064

0.164

0.195

0.141

0.154

0.117

0.148

0.094

0.107

1.568
0.177

1.627
0.151
94

0.988
0.453
94

1.091
0.386
94

**p < 0.04
ªThese statistics reflect the incremental variance accounted for when in addition to variables F1 (HR
Strategy & Org Structures) and F2 (Employee Welfare, Motivation and Skills) (Model 2) Improved
Employee Outcomes – Improved Employee Commitment (Model 3), Increased Employee Productivity
(Model 4) and the Combination of Improved Employee Commitment and Increased Employee
Productivity are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 as well as that of Improved Employee Performance may be considered to be
underestimated because the control variables are not held constant, but are allowed to vary as the model
changes.

317

Item 6-23
Results of Regression Analysis of the Dependent Variable INCREASED PRODUCT QUALITY
when Improved EMPLOYEE OUTCOMES is Introduced
Variables
(Constant)
COUNTRY OF ORIGIN
AGE OF ORGANIZATION
FIRM SIZE
TYPE OF BUSINESS
Factor 1 - HR Strategy &
Org Structures

Model 1
B
s.e.
2.706 0.270
-0.008 0.028
0.021 0.032
-0.112 0.077
0.003 0.033

Factor 2 - Emplyee Welfare,
Motivation & Skills
Improved Employee
Commitment

Model 2
B
s.e.
3.184 0.340
-0.044 0.033
0.002 0.038
-0.121 0.091
-0.027 0.044

Model 3
B
s.e.
3.177 0.478
-0.044 0.034
0.003 0.039
-0.121 0.093
-0.027 0.045

Sig.
N

0.023
0.577
0.68
94

Model 5
B
s.e.
2.852
0.607
-0.046
0.033
0.008
0.039
-0.117
0.092
-0.029
0.045

0.125

0.086

0.124

0.092

0.062

0.099

0.093

0.098

0.080

0.082

0.079

0.088

0.046

0.086

0.057

0.090

0.002

0.100
0.153

0.123
0.044

0.066

Improved Employee
Productivity
Improved Employee
Outcomes

R²
∆ R²
F for ∆ R²

Model 4
B
s.e.
2.532 0.626
-0.041 0.033
0.011 0.038
-0.089 0.094
-0.032 0.044

0.131

0.131

0.159

0.139

0.108

0.108

0.136

0.116

1.211
0.317
94

1.016
0.432
94

1.268
0.287
94

1.088
0.386
94

**p < 0.04
ªThese statistics reflect the incremental variance accounted for when in addition to variables F1 (HR
Strategy & Org Structures) and F2 (Employee Welfare, Motivation and Skills) (Model 2) Improved
Employee Outcomes – Improved Employee Commitment (Model 3), Increased Employee Productivity
(Model 4) and the Combination of Improved Employee Commitment and Increased Employee
Productivity are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 as well as that of Improved Employee Performance may be considered to be
underestimated because the control variables are not held constant, but are allowed to vary as the model
changes.
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Item 6-24
Results of Regression Analysis of the Dependent Variable OVERALL INCREASED BUSINESS
PERFORMANCE
When improved EMPLOYEE OUTCOMES is Introduced
Variables
(Constant)
COUNTRY OF ORIGIN
AGE OF ORGANIZATION
FIRM SIZE
TYPE OF BUSINESS
Factor 1 - HR Strategy &
Org Structures

Model 1
B
s.e.
2.723 0.237
0.005 0.025
-0.008 0.028
-0.034 0.067
-0.014 0.029

Factor 2 - Emplyee Welfare,
Motivation & Skills
Improved Employee
Commitment

Model 2
B
s.e.
2.918 0.297
-0.021 0.029
-0.022 0.033
0.015 0.080
-0.006 0.039

Model 3
B
s.e.
2.589 0.411
-0.028 0.029
-0.014 0.034
0.003 0.080
-0.007 0.038

Sig.
N

0.008
0.193
0.942
94

Model 5
B
s.e.
2.166
0.515
-0.026
0.028
-0.008
0.033
0.024
0.078
-0.010
0.038

0.142

0.075

0.111

0.079

0.062

0.084

0.071

0.083

0.084

0.072

0.055

0.076

0.041

0.074

0.033

0.076

0.099

0.086
0.197

0.105
0.099

0.056

Improved Employee
Productivity
Improved Employee
Outcomes

R²
∆ R²
F for ∆ R²

Model 4
B
s.e.
2.074 0.535
-0.018 0.028
-0.010 0.033
0.056 0.081
-0.013 0.038

0.123

0.147

0.159

0.178

0.115

0.139

0.151

0.170

1.122
0.364
94

1.159
0.344
94

1.268
0.287
94

1.451
0.208
94

**p < 0.04
ªThese statistics reflect the incremental variance accounted for when in addition to variables F1 (HR
Strategy & Org Structures) and F2 (Employee Welfare, Motivation and Skills) (Model 2) Improved
Employee Outcomes – Improved Employee Commitment (Model 3), Increased Employee Productivity
(Model 4) and the Combination of Improved Employee Commitment and Increased Employee
Productivity are added to Model 1. The impact of Effective People Performance Practices as typified by
Factors 1 & 2 as well as that of Improved Employee Performance may be considered to be
underestimated because the control variables are not held constant, but are allowed to vary as the model
changes.
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Item 6-25a
Results of Hierarchical Regression Analysis of the Dependent Variable
INCREASED EMPLOYEE COMMITMENT
when UNIONIZATION is Introduced as a moderating Variable
Model 1
Variables
Step 1
Step 2
Step 3
B
s.e.
B
s.e.
B
s.e.
(Constant)
1.972 0.482
1.990
0.462
2.391
0.506
COUNTRY OF ORIGIN
0.022 0.044
0.006
0.043
-0.018
0.044
AGE OF ORGANIZATION
-0.016 0.054 -0.022
0.052
0.011
0.054
FIRM SIZE
0.135 0.125
0.137
0.120
0.130
0.118
TYPE OF BUSINESS
-0.006 0.060
0.013
0.058
-0.002
0.057

Step 4
B
2.339
-0.033
0.021
0.135
0.012

s.e.
0.504
0.045
0.054
0.117
0.058

Factor 1 - HR Strategy & Org Structures
Unionization
Hr Strategy times Unionization

0.576
-0.150
-0.105

0.284
0.082
0.084

R²
∆ R²
F for ∆ R²
Sig.
N

0.255

0.027
0.332
0.855
51

0.112

0.247
-0.145

0.110
0.082

0.125

0.182

0.210

0.098

0.057

0.028

1.318
0.273
51

1.668
0.151
51

1.671
0.141
51

*p < 0.05
ªThese statistics reflect the incremental variance accounted for when in addition to variable F1 (HR
Strategy & Org Structures) (Step 2) and Unionization (Step 3), the product of HR Strategy and
Unionization is entered in (Step 4).
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Item 6-25b
Results of Hierarchical Regression Analysis of the Dependent Variable
INCREASED EMPLOYEE COMMITMENT
when UNIONIZATION is Introduced as a moderating Variable
Model 2
Variables
Step 1
Step 2
Step 3
B
s.e.
B
s.e.
B
s.e.
(Constant)
1.972 0.482
1.843
0.457
2.271
0.496
COUNTRY OF ORIGIN
0.022 0.044
0.042
0.042
0.016
0.043
AGE OF ORGANIZATION
-0.016 0.054 -0.004
0.051
0.031
0.053
FIRM SIZE
0.135 0.125
0.104
0.119
0.095
0.116
TYPE OF BUSINESS
-0.006 0.060
0.005
0.057
-0.010
0.056
Factor 2 - Employee Welfare,
Motivation & Skills
0.279
0.106
0.282
0.103
Unionization
-0.155
0.080
Employee Motivation & Skills times
Unionization

R²
∆ R²
F for ∆ R²
Sig.
N

0.027
0.332
0.855
51

Step 4
B
2.246
0.019
0.033
0.093
-0.010

s.e.
0.504
0.044
0.054
0.117
0.056

0.381
-0.155

0.238
0.081

-0.034

0.073

0.154

0.218

0.222

0.127

0.064

0.004

1.676
0.159
51

2.097
0.072
51

1.797
0.112
51

*p < 0.05
ªThese statistics reflect the incremental variance accounted for when in addition to variable F2 (Employee
Motivation and Skills) (Step 2) and Unionization (Step 3), the product of Employee Motivation & Skills
and Unionization is entered in (Step 4).
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Item 6-25C
Results of Hierarchical Regression Analysis of the Dependent Variable
COMBINED INCREASED EMPLOYEE OUTCOMES
when UNIONIZATION is Introduced as a moderating Variable
Model 6
Variables
Step 1
Step 2
Step 3
B
s.e.
B
s.e.
B
s.e.
(Constant)
7.544 0.951
7.271
0.892
8.126
0.968
COUNTRY OF ORIGIN
0.038 0.087
0.081
0.083
0.029
0.084
AGE OF ORGANIZATION
-0.105 0.107 -0.078
0.100
-0.009
0.103
FIRM SIZE
-0.004 0.248 -0.071
0.232
-0.087
0.225
TYPE OF BUSINESS
-0.053 0.118 -0.028
0.111
-0.059
0.109
Factor 2 - Employee Welfare,
Motivation & Skills
0.590
0.208
0.595
0.202
Unionization
-0.310
0.157
Employee Motivation & Skills times
Unionization

R²
∆ R²
F for ∆ R²
Sig.
N

0.030
0.357
0.838
51

Step 4
B
8.074
0.036
-0.004
-0.093
-0.058

s.e.
0.981
0.086
0.104
0.227
0.109

0.805
-0.310

0.464
0.158

-0.071

0.142

0.174

0.240

0.244

0.144

0.066

0.004

1.940
0.106
51

2.368
0.045
51

2.033
0.072
51

*p < 0.05
ªThese statistics reflect the incremental variance accounted for when in addition to variable F2 (Employee
Motivation and Skills) (Step 2) and Unionization (Step 3), the product of Employee Motivation & Skills
and Unionization is entered in (Step 4).
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Item 6-26a
Factor Analysis
Where Factors are not Specified
Total Variance Explained
Comp
onent

Initial Eigenvalues
% of
Cumulativ
Total
Variance
e%
1
6.858
32.657
32.657
2
1.914
9.116
41.773
3
1.608
7.658
49.431
4
1.389
6.616
56.047
5
1.252
5.963
62.010
6
1.039
4.949
66.960
7
0.916
4.361
71.320
8
0.833
3.968
75.288
9
0.786
3.741
79.029
10
0.727
3.461
82.491
11
0.692
3.297
85.788
12
0.610
2.905
88.693
13
0.480
2.286
90.979
14
0.410
1.952
92.931
15
0.363
1.728
94.658
16
0.291
1.386
96.045
17
0.253
1.204
97.249
18
0.235
1.120
98.369
19
0.147
0.700
99.069
20
0.119
0.567
99.636
21
0.076
0.364
100.000
Extraction Method: Principal Component
Analysis.

Extraction Sums of Squared Loadings
% of
Total
Variance
Cumulative %
6.858
32.657
32.657
1.914
9.116
41.773
1.608
7.658
49.431
1.389
6.616
56.047
1.252
5.963
62.010
1.039
4.949
66.960
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Rotation Sums of Squared Loadings
% of
Total
Variance
Cumulative %
4.961
23.622
23.
2.340
11.144
34.
1.983
9.443
44.
1.866
8.888
53.
1.720
8.192
61.
1.191
5.671
66.

Item 6-26b
Factor Analysis
Where Factors are not Specified
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Item 6-26c
Factor Analysis
Where Factors are not Specified
Rotated Component Matrix(a)
Component
1

2

3

4

5

6

BUSINESS STRATEGY (Sect C-1)

0.903

0.163

0.038

-0.029

-0.087

0.154

DEVELOPMENT OF POLICY (Sect C-2)

0.863

0.231

0.038

0.083

-0.054

0.155

HIRING THE RIGHT PEOPLE (Sect C-6)

0.803

0.208

0.170

-0.012

0.254

-0.086

EMPLOYEE INTERESTS (Sect C-9)

0.757

0.248

0.222

0.232

-0.097

-0.095

COMPENSATION & BENEFITS (Sect C-7)

0.691

0.248

0.232

0.157

0.398

-0.075

CONCILIATION (Sect C-5)

0.685

0.179

0.265

0.163

-0.002

-0.169

AUDITING & CONTROLLING FCTN (Sect C-4)

0.610

-0.232

-0.098

0.340

-0.068

0.368

FORMAL JOB ANALYSIS (Sect C-14b)

0.215

0.676

0.086

0.256

0.039

-0.005

INCENTIVE PLANS (Sect C - 14f)

0.206

0.647

-0.091

0.036

0.064

0.116

FORMAL INFORMATION (Sect C-14a)

0.188

0.600

0.254

0.036

0.409

-0.042

COMPENSATION (Sect C - 14i)

0.122

0.492

0.211

0.370

-0.421

-0.003

NON-ENTRY LEVEL JOBS (Sect C- 14c)

0.135

-0.035

0.781

0.182

0.185

-0.008

FORMAL PERFORMANCE APPRAISAL(Sect C-14j)

0.158

0.495

0.607

0.120

-0.041

0.104

SCORES FOR TRAINING (Sect C-11)

0.130

0.082

0.564

-0.081

-0.503

-0.027

DISCIPLINARY PROCEDURES (Sect C- 3)

0.497

0.026

0.517

-0.031

0.206

0.151

QWL PROGRAMMES (Sect C - 14e)

0.191

0.214

0.090

0.799

0.050

-0.150

ATTITUDE SURVEYS (Sect C - 14d)

0.047

0.107

0.072

0.797

0.156

0.253

GRIEVANCE PROCEDURE (Sect C - 14g)

0.008

0.099

0.116

0.090

0.720

0.181

LEGAL & STAT OBLIGATIONS (Sect C-8)

0.423

0.247

0.093

0.305

0.459

-0.092

EMPLOYEMENT TEST (Sect C - 14h)

0.207

0.301

-0.014

0.042

0.083

0.695

BASIS FOR PROMOTION (Sect C-12)
Extraction Method: Principal Component Analysis.
Rotation Method: Varimax with Kaiser Normalization.
A

0.396

0.239

-0.207

-0.036

-0.167

-0.544

Rotation converged in 8 iterations.
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APPENDIX 7
COMPANIES LISTED FOR FACE TO FACE INTERVIEWS

No

Name of Company

Contact person

Tel. No

1

Almond Beach Village

2

A.S. Bryden & Sons (B‟dos)
Ltd.
Banks Barbados Breweries

Mrs. Janice
Clarke/Marville
Mrs. Harriet Garcia

4327840
4312600
4292113
4304100

3
4
5
6
7

Barbados Dairy Industries
Ltd.
Barbados Farms
Barbados National Bank

Mr. Tennyson Beckles

General Manager
Allan Fields (MD)

8

Barbados Shipping &
Trading
BICO Ltd.

9

BWIA International

Ms. Tracy Allamby

10
11

Cable & Wireless
(BARTEL)
Cable & Wireless (BET)

Human Resource
Manager
John Williams

12

Cave Shepherd & Co. Ltd.

13

CIBC Caribbean Ltd

14

Courts (Barbados) Ltd.

15

Goddards Enterprises

16
17
19
20
21

Grace Kennedy & Co.Ltd.
Light & Power Holdings
McEnearney Alstons
Neal & Massey
RBT&T Holdings Ltd

Ms. Gloria Grant

Tony Walcott

Dr. Ashwell Thomas

Myself
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4315965
4263844
4302100
4299672
2925050
2926000
4312121
3672300
4316850
4305700

Status of
Interview

Completed
Completed

Completed

Mailed interview
Completed

Mailed interview
Already
completed

COUNTRY

GENERAL
TRADING

ANTIGUA/
BARBUDA

MONTSERRAT Ibonics

ST. KITTS

NEVIS

ANGUILLA

St. Kitts
Nevis
Anguilla
Trading &
Development
Co. Ltd.
869-4652511

TOURISM
&
LEISURE
Sandals
Antigua
268-4620267
Mrs.
Sherene
Bird
Government
Depts
Lydell
Greer and
Claude
Gerald
Delisle
Walwyn &
Co. Ltd.
869-4652631

Tony
Jack Tar
Village
Royal St.
Kitts Hotel
869-4658651
Mrs.
Bentley

BANKING
& FINANCE

ELECTRIC MANUFACTURING
UTILITY

DISTRIBUTION
& RETAIL

Development
Bank of St.
Kitts &
Nevis

S.L. Horsford
& Company
Ltd.
869-465-2616

469-4651071

Builders
Paradise St.
Kitts Ltd.
869-466-4938

Auckland
Hector

Caribelle
Batik
869-4656253
Maurice
Hiddowson
Four
Seasons
Resort 469465-1111
V.A.
Coacoloba
264-4975126
497-8800

Mr. Lucian
Joseph

Anguilla
Electricity
Co.Ltd.
264-4974320

Mavis
John

Johann
Webster

Cuisinart
Resort &
Spa
264-4982000
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Vida
Lloyd
Sonesta
Beach
Resort
264-4976999
Rhonda
Hughes
Malliouhana
Hotel
264-4976666
Nigel
Roydon

328

APPENDIX 8
Firm Selection for Detailed Financial Analysis
No of
Firms
Identified
for
Survey
9

%

No of
Firms
Responding

2

4

3

1

1)Hotel

54

13

8

7

2

1) LIAT, 2) Rex Halcyon

Barbados

123

31

66

50

12

Dominica

33

8

5

4

1

Grenada

56

14

9

7

2

Montserrat

10

3

3

2

1

St. Lucia

56

14

8

7

2

St. Kitts & Nevis

46

11

10

8

2

St. Vincent & The

15

4

9

7

2

6

5

128

100

Country of Origin

Anguilla
Antigua &

No for
Detailed
Analysis

%

Name of Firms

Barbuda

Grenadines
Country not
identified
Total

402

100
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25

1) Almond Beach Village,
2) A.S. Bryden & Sons
(Barbados) Ltd., 3) Banks
Breweries Ltd., 4) Cable &
Wireless, Bartel, 5) Cable &
Wireless, BET, 6) The
Barbados Light & Power
Co. Ltd., 7) Williams
Industries, 8),Barbados
National Bank 9) Goddard
Enterprises, 10), Port
Authority 11),Arawak
Cement Plant 12) The
Barbados Mutual.
1) Dominica Electric Utility
1) Fort Young Hotel, 2)
Grenada Electric Utility.
1) Monserrat Electric Utility
1) Four Seasons Hotel, 2)
St. Lucia Electric Utility
1) St. Kitts, Nevis Anguilla
Trading and Development
Co. 2) Builders Paradise St.
Kitts Ltd..
1) East Caribbean Feeds, 2)
St. Vincent Electricity Co.

NOS IN OVERALL FILE OF 128 FIRMS * COUNTRY OF ORIGIN (Control Var 1) Crosstabulation
Count
Anguilla Antigua Barbados Dominica Grenada Montserrat St. St. St. Vincent
&
Kitts Lucia & The
Barbuda
&
Grenadines
Nevis
Grenada Electric Utility
1
A.S. Bryden (B'dos) Ltd
1
B'dos Port Authority
1
Arawak Cement B'dos
1
Windward & Leeward
1
Breweries, St. Lucia
St. Lucia Electric Utility
1
Fort Young Hotel
1
Grenada
Dominica Electric Utility
1
Eastern Caribbean Feeds
1
St. Vincent
Banks Barbados
1
Breweries
The Barbados Mutual
1
Williams Industries
1
Barbados
C & W Bartel
1
C & W BET
1
Rex Halcyon Antigua
1
Montserrat Electric
1
Utility
LIAT Antigua
1
Hotel in Anguilla
1
Almond Beach Barbados
1
TDC St. Kitts/Nevis
1
Four Seasons Hotel, St.
1
Kitts/Nevis
Builders Paradise, St.
1
Kitts
St. Vincent Electric
1
Utility
B'dos Light & Power
1
Nat Water & Sewerage
1
Grenada
Barbados National Bank
1
Goddard Enterprises
1
B'dos
Barclays Bank B'dos
1
Total
1
2
13
1
3
1
3
2
2
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1

G7-G8 The original summit consisted of the heads of state from France, the United States, Great Britain,
Germany, Japan and Italy. Canada then joined the six nations, starting with the meeting held in San Juan,
Puerto Rico in 1976. In 1977 at the London meeting, the European Community entered. In 1997 Russia
became a full participant. At the Kananaskis Summit in Canada in 2002, it was announced that Russia
would host the G8 Summit in 2006, thus completing its process of becoming a full member (University of
Toronto).
(http://www.genoa-g8.it/eng/summit/storia.html).
2

A term generally used by economists to indicate a minimum feasible size that can be sustained in any
given situation (Christie, 2005; Economidies and Himmelberg, 1994).
3

The establishment of the Caribbean Community and Common Market (CARICOM) was the result of a
15-year effort to fulfil the hope of regional integration that was born with the establishment of the British
West Indies Federation in 1958. This Federal experiment failed and was dissolved in 1962.
The Caribbean Community and Common Market (CARICOM) was established by the Treaty of
Chaguaramas which was signed by Barbados, Jamaica, Guyana and Trinidad & Tobago and came into
effect on August 1, 1973. Subsequently the other eight Caribbean territories joined CARICOM. The
Bahamas became the 13th Member State of the Community on July 4, 1983, but not a member of the
Common Market.
In July 1991, the British Virgin Islands and the Turks and Caicos became Associated Members of
CARICOM, followed by Anguilla in July 1999. The Cayman Islands became the fourth Associate
Member of the regional grouping on 16 May 2002, and Bermuda the fifth Associate Member on 2 July
2003.
4

The UNDP has stated that their “mandate for Barbados and the nine Member States of the OECS is to
support their individual and collective development goals as well as achieve results and outcomes that
support sustainable people-centered development. The Sub-Regional Cooperation Framework (20012003) for Barbados and the OECS, which is based on regional and national priorities, provides assistance
within the scope of UNDP‟s Five Practice Areas:





5

Democratic Governance - National and Regional Priorities
Poverty Reduction - National and Regional Priorities
Crisis Prevention and Recovery - National and Regional Priorities
Energy and Environment
HIV/AIDS

http://www.thecommonwealth.org/Templates/Internal.asp?NodeID=147536

6

Tobin‟s q – ratio of market value of a firm‟s assets (as measured by the market value of its outstanding
stock and debt) to the replacement cost of the firm‟s assets.
7

The European Union (EU) evolved from a regional economic agreement among six neighbouring states
in 1951 to today's supranational organization of 25 countries across the European continent. These 25
countries are as follows: Austria, Belgium, Cyprus, Czech Republic, Denmark, Estonia, Finland, France,
Germany, Greece, Hungary, Ireland, Italy, Latvia, Lithuania, Luxembourg, Malta, Netherlands, Poland,
Portugal, Slovakia, Slovenia, Spain, Sweden, UK. (CIA-The World Fact Book, 2006).
8

MacGregor‟s theory X concept holds that the workforce is inherently lazy and wishes to avoid work and
more importantly responsibility. Advocates of this view feel that workers need tight control and further
that they are motivated only by financial reward (reference). Taylor‟s scientific management concept also
assumed economic reward as the best motivator, with efficiency resulting from a centralised structure and
standardisation.
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9

The First World War covered the period 1914-1918 and the Second World War, the period 1939-1945.

10

Elton Mayo is known as the Father of Human-Relations and from the Hawthorn Studies, an important
series of illumination experiments conducted between 1924 and 1932. These studies designed to explore
the impact of changes in the working environment upon employee productivity, but instead showed a
much greater link between the level of attention managers paid to employees and their behaviour
(O‟Connor, 1999).
11

This allowed companies to considerably minimise inventories and reduced associated costs.
Greenfield sites are designated areas which provide special concessions to businesses in order to
encourage them to locate in specific locations. They provide management with free rein to set up plant
operations in an relatively unfettered manner, free of union pressures and other related constraints.
12

13

Abbreviation for (S) Strengths, (W) Weaknesses, (O) Opportunities, (T) Threats. This approach is
normally used in Strategic Analysis.
14

CROSS-LAGGED PANEL DESIGNS measures 2 variables at two points in time. It has been used, for
example, to show that watching violence on TV leads to violent behaviour, more than the other way
around.
15

Factor analysis searches for hidden variables in order to reduce data involving many variables down to
a smaller number of dimensions. Varimax rotation is a method of analysis which allows for the
emergence of main factors.
16

Tobin‟s q – ratio of market value of a firm‟s assets (as measured by the market value of it outstanding
stock and debt) to the replacement cost of the firm‟s assets.
17

The notion of minute island states with populations averaging under 100,000 each, is of special
significance. Today when countries with populations of over 100 million are striving to form greater
alliances, minute size is at a tremendous disadvantage. However, this miniature size could also be used to
advantage. E.g., the region could be treated as an incubator or laboratory for new ideas. Certainly in the
field of HRM, where most of the studies in High Impact Work Practices have been conducted using
secondary data, studies could be conducted in this small region using primary data based on participant
observation.
18

Anthropology is the study of human culture and its many forms in different societies both past and
present. It tracks the evolution of culture far beyond its primate origins Anthropology covers over two
million years of prehistory, to historical and contemporary societies.
19

Hofstede (1980) defined the “Power Distance Dimension” as „the extent to which members of a society
accept that power in institutions and organisations is distributed unequally‟. He advanced the view that in
a society or organisation, less powerful individuals accept the existing distribution of power and the
degree to which adherence to formal channels is maintained. These individuals do not challenge the
system but wait for direction from those in authority.
20

The Consise Oxford English Dictionary, Ninth Edition (1995), Ed. Della Thompson, Clarendon Press,
Oxford., defines a slave as „a person who is the legal property of another or others and is bound by
absolute obedience.‟ This dictionary also defines slavery as „the condition of a slave, exhausting labour,
drudgery or the custom of having slaves.‟
21

Matriarchy is a form of society in which power is with the women and especially with the mothers of a
community.
The implication here is one of male absenteeism with females taking on the full responsibility of the
upbringing of their offspring.
22

Tobin's q: Another measure of performance, Tobin's q, is the ratio of the market value of a firm's assets
(as measured by the market value of its outstanding stock and debt) to the replacement cost of the firm's
assets (Tobin 1969). This measure of performance is not used as often as either rates of return or pricecost margins. If a firm is worth more than its value based on what it would cost to rebuild it, then excess
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profits are being earned. These profits are above and beyond the level that is necessary to keep the firm in
the industry.
23

King James Bible, 1995 Mathew 6, 24.

24

Businesses were identified mainly by reference to the Statistical Departments in the respective
counties. In two countries this information was not forth coming and the information was gathered from
the local business organisations (Chambers of Commerce and Manufacturers/Hotel Associations),
supplemented by reference to the local telephone book.
25

Anguilla, Barbados, Grenada, St. Lucia.

26

Antigua & Barbuda.

27

St. Kitts, St. Vincent & the Grenadines.

28

Dominica, Montserrat.

29

Tobin‟s q – ratio of market value of a firm‟s assets (as measured by the market value of it‟s outstanding
stock and debt) to the replacement cost of the firm‟s assets.
30

http://www.cia.gov/cia/publications/factbook/docs/notesanddefs.html#2119

.
31

Those with more than 200 employees.

32

Total Quality Management (TQM) is a management system which gained popularity in the 1980s as
part of the Japanese and Asian thrust to continuously improve the approach to the production of goods
and the efficiency of services.
33

The term, “on the block” refers to the tendency by young adults to congregate in informal groups in
their particular neighbourhoods.
34

Ernst & Young Caribbean (E&Y) „Performance 2002‟ which presents an analysis of the 2001
published financial results of the public companies traded on the Securities Exchange of Barbados, the
Trinidad & Tobago Stock Exchange and where audited financial statements were available, on the
Jamaican Stock Exchange as well. While acknowledging that performance is shaped by financial as well
as non-financial metrics, the analysis is based entirely on objective indicators that are publicly available,
without any attempt to interview company officials to gather additional information. The criteria adopted
are used to assess all the companies and the publication presents the results both by country and
regionally.
The scoring system ranks each company under each of nine Performance criteria namely: Shareholders
Funds; Turnover; Profitability; Earnings Per Share; Dividend Yield; Dividend Cover; Return on Capital
Employed; Return on Common Equity and Average Share Price. The publication also includes an
overview of the economies and the highlights of the operations of the Stock Exchanges in the three
countries as well as a glossary of terms to facilitate a better understanding of the concepts and terms used
in the study..
35

Barbados and The Organization of Eastern Caribbean States.

36

Those specific items such as training, which make up the HPWP.

37

The ability to capture the heads, hearts, and souls of your employees to instill an intrinsic desire and passion for
excellence. Engaged employees want their organization to succeed because they feel connected emotionally, socially, and
even spiritually to its mission, vision, and purpose . Excerpted from Human Sigma: Managing the Employee-Customer
Encounter (Gallup Press, November 2007)
38

This is where the same individual is reporting on the independent variable as well as the dependent
variable and could possibility be influenced in trying to augment or reduce the actual results.
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