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Abstract
Previous studies regarding high-performance work system (HPWS)-performance
relationship have been conducted at organizational level of analysis, thus highlighted
management perspective of this relationship. Furthermore, the widely acknowledged
‘black-box’ debate in this area invites researchers to identify and empirically test the
mediating mechanism linking HPWS with performance outcomes. Using employeelevel HPWS, this study proposed that HPWS is positively linked with employee service
performance and their organizational citizenship behavior (OCB) and these direct
relationships are mediated by employee resilience. Data were obtained from 371
front line employees working in service sector to test the proposed relationships.
Findings of the study revealed that HPWS was positively linked with service
performance and OCB. Further, employee resilience partially mediated both the
direct relationships between HPWS and employee outcomes. Implications and
limitations of the study were also discussed accordingly.
Keywords: High performance work system (HPWS), Resilience, Employee service
performance, Pakistan

Introduction
Globalization and intense competition compelled organizations to adopt new ways to
enhance their performance internally. From all the internal resources, human competencies are unmatched, inimitable and can be greater source of competitive advantage
(Barney and Wright 1998). From the resource based view (RBV) of firms (Barney and
Wright 1998) and social exchange theory (Blau 1964), research on strategic human resource management (SHRM) has gained much attention to increase organizational
performance through their workforce. For this purpose, one of the latest SHRM approach is High-Performance Management (Appelbaum et al. 2000) which is designed
to equip the work force with creativity, ingenuity and problem solving ability by focusing on quality and adapt with rapidly changing conditions.
Recently, employee resilience has gained much attention in the field of organizational
behavior and human resource management as well as researchers have attempted to
develop its link with performance (e.g. Cooke et al. 2016; Cooper et al. 2014; Robertson
et al. 2015). Recently, Bardoel et al. (2014) has attempted to theoretically establish the
link of resilience with human resource management and proposed a set of HRM
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practices which have potential to affect the employee’s resilience Although, Cooke et al.
(2016) has concluded that high-performance work system has positive impact on employee resilience but there are scant studies available investigated the mediating role of
resilience in the enhancement of employee service performance and organizational citizenship behavior (OCB) especially in Pakistani context.
Previous studies have investigated that HPWS has positive relationship with employee performance but less literature is available on the role of HPWS in the enhancement of particular service related performance of the employees. As evident from last 5
years’ economic indicators, it has been examined that service sector has witness the tremendous growth and has become vital contributor for the economy of Pakistan. It will
be of paramount importance to study the role of HPWS in the enhancement of service
related performance among the employees of service sector. This study contributes in
the literature available on the human resource management.
Since, year 2013–14, service sector has witnessed an outstanding growth to the GDP
of Pakistani economy. During the last 5 years, it has shown consistent growth i.e. 4.37%
in 2014–15, 4.95% in 2015–16, 6.46% in 2016–17 and 6.43% in 2017–18. The overall
contribution of service sector to GDP has reached to 60.2% in the economy of Pakistan.
During the year 2016–17, highest growth was observed in banking and insurance sector
(i.e. 10.77%), whereas telecommunication grew by 3.94%. Further, in this duration, the
transport, storage and communication sector grew at a rate of 3.94%. Hospitality industry contains more than 10,000 hotels comprising 50,000 rooms in Pakistan. The share
of hotel industry in GDP is only 3% but now the law and order situation has improved
and it is expected to grow. The occupancy rate has been reached to 75% with the inception of China Pak Economic Corridor (CPEC) project. Similarly, airline industry has
witnessed the positive growth of 3.8% in year 2016–17 as compared to 3.1% in 2015–
16.. Despite facing multiple challenges, airline industry has shown positive signs and
contribution towards economy.
This study contributes into the literature around HPWS-performance relationship in
many ways. First, this study is one of the prime efforts to test employee resilience as
mediating mechanism or processes through which HPWS has impact on the service
performance of employees and their extra-role behavior (i.e. OCB). Secondly, most of
the studies have been conducted in western context, hence, leaving the room for researchers to conduct studies in South Asian context. So, this study contribute towards
the theory and practice in local context. In this way, present study contributes to the
literature of HPWS-performance relationship by measuring the relationship between
HPWS, employee resilience, employee service performance and OCB at the individual
level in Pakistani context.

Literature review and hypothesis
HPWS and E2mployee service performance

The idea behind the latest approach of SHRM called high-performance work system is to
promote the decentralized decision, equip the employees with necessary information,
skills, incentives and make the employees responsible for on spot decisions particularly
for improvement, innovation, and rapid response to changes. Takeuchi et al. (2009) defined high-performance work system (HPWS) as “a group of separate but interconnected
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HR management practices designed to enhance employee and firm performance outcomes
through improving workforce competence, attitude and motivation (p. 1).”Nishii et al.
(2008) argued that HRM practices caused for inducement to employees through which
they demonstrate the positive or negative behavior depending upon the snapshots they establish about the HR practices. This mechanism not only affects the desired outcomes but
also discretionary performance (OCB). Social exchange theory explains the relationship of
HPWS and various types of employee behaviors. In context of employee performance, researchers have reported that HPWS has positive relationship with desired employee attitudes and behavior such as affective commitment, OCB Kehoe and Wright 2013, job
satisfaction (Dyer & Reeves, 1995), occupational safety (Zacharato et al. 2005) and negatively related to undesired outcomes including employee turnover (Batt 2002; Dyer
&Reeves, 1995; Guthrie 2001; Huselid 1995), voluntary turnover (Guthrie et al. 2009)
intention to quit, and absenteeism (Guthrie et al. 2009; Kehoe and Wright 2013) and employee burnout (Kroon et al. 2009).
Bowen and Waldman (1999) defined service performance as “an employee’s behaviors
of serving and helping customers”. In the service encounter context, task performance
(In-role service performance) refers to the service production and delivery activities directly related to efficiency, and contextual performance (extra-role service performance)
refers to the supportive activities to customers and organizations, or social environment. These behaviors include politeness, possessing accurate knowledge of products
and policies, greeting, calling customers by name, saying “Thank you” and cross selling
of firm’s services (Bettencourt and Brown 1997).
Although relationship of HPWS and employees’ attitudes and behaviors have been examined in different cultures directly (e.g. Miao et al. 2015; Kehoe and Wright 2013; Tang
and Tang 2012) but the relationship with service performance has not been investigated.
Further, the exploration of mediating mechanism for HPWS-performance relationship
has been one of the most cited debates in the literature. So, this study provides the empirical evidence for the relationship between HPWS and employee service performance in
the service sector of Pakistan. Thus, following hypothesis is formulated:
H1: HPWS is positively associated with employee service performance in service sector of
Pakistan.

HPWS and organizational citizenship behavior (OCB)

Organizational citizenship behavior (OCB) is related to the individual contributions
that is beyond the formal role requirements in the workplace and are contractually
rewarded job achievements (Smith et al. 1983). Organ (1988) defined OCB as “individual behavior that is discretionary, not directly or explicitly recognized by the formal reward system, and that in the aggregate promotes the effective functioning of the
organization. By discretionary, we mean that the behavior is not an enforceable requirement of the role or the job description, that is, the clearly specifiable terms of the person’s employment contract with the organization; the behavior is rather a matter of
personal choice, such that its omission is not generally understood as punishable” (p.
4).Over more than 30 years into the literature, researchers’ interest in OCB has intensely increased (Smith et al. 1983). Podsakoff et al. (2014) reported that more than
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2200 articles are available on OCBs of the employees and surprisingly more than half
were published in the previous 4 years (Institute for Scientific Information, 2013).
Social exchange has been the main factor among all the investigated factors and has
been considered as a significant predictor of employees’ related OCBs (Podsakoff et al.
2000; Cho and Johanson 2008).Keeping in view the social exchange theory, if the employees are treated with respect, there would be more chances that employee will tend
toward OCBs (Cho and Johanson 2008). Singh (2009) argued that high performance
work practices (HPWPs) affect the norms and expectations which encourage employees
to go beyond the specific behavior.
Gupta and Singh (2010) argued that HPWS might send message to employees that
their employers have trust on them, taking cares of their well-being, and that’s why
flourishing humanistic values. By holding these reciprocity sentiments, employees will
tend to enhance their personal efforts and contributions and consequently get involve
in exhibiting extra-role behaviors (Tsui et al. 1997). Chuang and Liao (2010) argued
that HPWS nurtured the shared perceptions related to supportive organizational environment that foster discretionary behaviors among employees that make positive contributions to organizational performance and effectively cope with customer’s needs.
Snape and Redman (2010) reported that HRM practices positively influence the
organizational citizenship behavior in employees from North- East England.
This present study has noted that only few studies are available in which role of
HPWS as an antecedent of OCB behavior has been discussed Sun et al. 2007. The
present study provides the empirical evidence to understand the relationship of HPWS
and OCB in service sector of Pakistan. Therefore, following hypothesis is drawn.
H2: HPWS is positively associated with OCB in service sector of Pakistan.

HPWS and resilience

In the face of today’s turbulent business environment, employee resilience is gaining considerable attention in the management literature. Literature has started to emerge in the
management literature and role of resilience has extended in the organizational settings
to prepare the employees to face the current and future challenges. Avey et al., (2009) argued that positive emotions of an individual increased the resilience. Resilient employees
have a firm acceptance of reality, possess deep belief, supported by strongly held values,
that life is meaningful, and an amazing ability to create and adaptability toward change
(Avey et al. 2006). Resilience promotes emotional stability (Masten and Reed 2002) and
provides positive coping difficult life situation (Fredrickson et al. 2003).
Luthans (2002) defined the concept of resilience as a “positive psychological capacity
to ‘bounce back’ from adversity, uncertainty, conflict, failure, or even positive change,
progress and increased responsibility” (p. 702).
Luthans et al. (2007) argued that individuals with high resiliency respond to adverse conditions by acknowledging and recognizing the impact, energy, time, and resources required to
bring back to equilibrium point. In addition to this, resilience permits the individual to use
setbacks as ‘springboards’ and growing opportunities. Resilience has an important role in
stress management and resilience not only provides the capacities to response in adverse
events but also in positive events for example, promotion (Luthans et al. 2008).
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Luthans et al. (2006) suggested that resilience related practices worked proactively and investment in human resource management practices for psychological capital development
(particularly resilience) can help individuals to better cope with global financial crisis and
changing workplace dynamics. Jiang et al. (2012) urged that specific set of HRM practices
might consider important to accomplish the desired outcomes (e.g. enhanced resilience).
In a recent study, Bardoel et al. (2014) attempted to link the resilience as an important
pillar of human resource management (HRM) which can be helpful in the reduction of
work related obstacles and better performance. They presented a set of HRM practices
that can lead to increase the resilience and called them resilience-enhancing HRM practices which they defined as “HRM practices that are intended, implemented and perceived
to offer employees opportunities to ‘spring back’ from adversity and to develop and maintain resources that strengthen the resilience dimension of psychological capital (p. 5).”
After the idea presented by Bardoel et al. (2014), a stream of research has started on
the employee resilience especially in relation to HRM practices. A recent study from
the banking sector of china by Cooke et al. (2016) reported that HPWS is positively associated with employee resilience and employee resilience play the mediating role between the relationship of HPWS and employee engagement.
In a special issue paper presented by Cooper et al., (2014), they argued that now the
time has come to enhance the role of human resource management in the building of
employee resilience. Bustinza et al. (2016) has reported that human resource practices
build employee resilience capabilities and consequently these capabilities are very helpful for firm in change and resultantly enhance the organizational effectiveness. Only
one study from Pakistan, Khan et al. (2017) found that HR practices such as information sharing, job design, employee development opportunities and employee benefits
are helpful in the development of resilience of employees working in the telecommunication sector of Pakistan. Thus, current study investigates the influence of HPWS on
the employee resilience among the service sector employees of Pakistan and following
hypothesis is drawn to test the proposed relationship:
H3: HPWS is positively associated with resilience in service sector of Pakistan

Mediating role of resilience

As the resilience has just emerged as an important topic in management literature,
only a few studies are available in which resilience has been studied in relation to
the other variables. Bustinza et al. (2016) reported that resilience capabilities acquired through the HR practices mediates the relationship of technological capabilities and organizational effectiveness. Similarly, Cooke et al. (2016) found that
resilience mediates the relationship of HPWS and employee engagement. In
addition, Meneghel et al. (2016) reported that team resilience mediates the relationship between collective positive emotions and team performance, both in-role
and extra-role performance.
Following the above theoretical and empirical evidences, present study assumes
that resilience can play mediating role between the HPWS, employee service performance and OCB relationship. To test this assumption, following hypothesis are
drawn:
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H4: Resilience mediates the relationship between HPWS and employee service
performance in service sector of Pakistan.
H5: Resilience mediates the relationship between HPWS and OCB in service sector of
Pakistan (Fig. 1).

Research methodology
Analysis for this study was performed in four steps through SPSS 21 and AMOS 21.
First, means and standard deviation were measured and compared for all the four variables such as HPWS, resilience, employee service performance and OCB. Second, association among the variables were measured though bivariate correlation analysis.
Thirdly, hypothesis testing was carried out through the structural equation modeling
(SEM) and bootstrapping method was used to check the mediation of resilience and
OCB. Finally, Sobel test was performed to confirm the results of mediation analysis
performed through bootstrapping method.

Sample and procedure

In the present study, target population was all the frontline employees working in service sector of Pakistan including banking, insurance, telecommunication, airline and
hospitality industry. The unit of analysis was individual, the study design was cross sectional and data were collected through self-administered survey. The purpose of the
study was explanatory in nature as the researchers were curious about finding causal
relationships among study variables. As the population was unknown, sample size was
determined with the help of response to item theory which was total 510 (ten times of
the items) as suggested by Lord (1980). Questionnaires were distributed among five service industries which are core contributor of GDP in Pakistan.
There are thousands of employees working in service sector in public as well as private organizations. As the population framework was unknown, so the complete randomness cannot be achieved and sampling was done at two-level. At first stage,
proportionate stratified sampling technique was used in which five stratas were made
and employees were selected according to the size of industry. At second stage, convenience sampling was used to get survey filled from employees. Such technique was
also used by Gim, (2018) in their studies for the purpose of sample selection. Data were
collected from the service organizations located in Lahore city, second most populated

Fig. 1 Theoretical framework
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metropolitan city of Pakistan. Further, data were collected through physical visits and
questionnaires were filled at spot during October–December, 2016.
As we also applied response to item theory for obtaining sufficient responses as suggested by Lord (1980), so we had enough data for making inference (510 distributed,
380 returned filled with response rate 74%, 371 that was finally used for analysis).
Moreover, reliability of all the measures were well above the threshold values so the results are generalizable specifically in social sciences context. Confirmatory factor analysis (CFA)/Measurement model was fitted for factorial validity. Moreover, these
measures were widely used in previous studies such as resilience: Yang and Smith
(2016), HPWS; Zhong et al. (2015), Employee service performance (ESP): Tang and
Tang (2012), OCB: Haque and Aslam (2011).In addition to this, an ethical approval to
use the scales was also granted by the authors who had developed these scales.
Out of 371 total respondents, 267 were males (72%) and 104 were females (28%) who
participated in the survey and their median age was between 26 and 35 years. Further,
228 (61%) had acquired 16-year education, and 295 participants (80%) were in
non-managerial role while only 76 (20%) were in managerial role. Next, 131 (35%) respondents hold less than 5 years working experience and 151 participants (41%) possessed working experience of 5 to 10 years including 201 participants (54%) with less
than 5 years job tenure followed by 123 (33%) with 5–10 years job tenure with current
employer. The median income of the respondents was between 20,000 to 50,000 PKR
with 241 respondents (65%). Further, 148 participants (40%) were from banking sector
followed by 87 respondents (23%) from insurance sector. Finally, 68 respondents (18%)
were from telecommunication, 40 (11%) were from airline industry and lastly 28 respondents (8%) participated from hospitality industry.

Measures

The present study used the combination of five HR practices including selective staffing, competency development, performance based compensation, information sharing
and empowerment. A multi-dimensional scale was adopted from previously validated
measures by Sun et al. (2007), Murphy and Murrmann (2009), and Zacharato et al.
(2005). The sample items for this scale includes “Employees perform jobs that empower
them to make decision”, “Extensive training programs are provided for individuals in
customer contact or front-line jobs” and “Only the best are hired to work in my
organization.” Resilience was measured with six dimensions of scale developed by Wagnild and Young (1993). Employee service performance consisted of 10-item instrument
developed by the Bettencourt and Brown (1997) and Cronbach’s Alpha ranged from .80
to .87 for all the scales. Finally, an 11-item instrument of OCB developed by Podsakoff
Scott and Philip (1990) and Williams and Anderson (1991) was used in this study. All
the above scales were measured using 5-point Likert scale anchors ranging from 1 to 5
where 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 = Agree and 5 = Strongly
Agree.

Results
Table 1 represents the mean, standard deviation and correlation analysis for all the independent and dependent variables. HPWS as an independent variable was found to be
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Table 1 Mean, standard deviation and correlation matrix
Sr. No.

Variable

Mean

S.D

1

Resilience

3.44

0.51

1

2

2

HPWS

3.55

0.45

.29a

3

ESP

3.64

0.54

.38a

.46a

4

OCB

3.59

0.47

.35a

.46a

3

.59a

a

Correlation Significant at the 0.01 level (2-tailed)

positively and statistically significantly associated with employee service performance,
resilience and OCB. Results of correlation analysis clearly indicate that there is a positive significant correlation exists between all the variables. It has been viewed that
strong correlation exists between HPWS and employee service performance (.46, p <
0.01), OCB (.46, p < 0.01), resilience (.29, p < 0.01) respectively. Resilience was positively
correlated with HPWS (.29, p < 0.01), employee service performance (.38, p < 0.01) and
OCB (.35, p < 0.01). Strong correlation has been observed between employee service
performance and OCB (.59, p < 0.01). Thus, correlation results supported the study hypothesis that there is positive association between HPWS, resilience, employee service
performance and OCB.
In the third stage, proposed hypotheses were tested though the structural equation
modelling (SEM). Initially, the SEM model fitness indices were measured to calculate
the model fitness and then related hypotheses were tested. All the SEM goodness of fit
indices are presented in Table 2. In the model that was fitted good, CMIN = 2.482, DF
= 1, CMIN/DF = 2.482, GFI = .998, NFI = .997, CFI = .998, and RMSEA =. 063. The
values of GFI, NFI and CFI were also closed to 1.0, which reflect the excellent model
fitness. Value of CMIN/DF was less than 5 and RMSEA value was less than .08 which
further confirms that model is absolutely fit. The main reason of good model fitness is
that all the paths in the model are significant. Hypothesis 1 was related to the positive
relationship between HPWS and employee service performance. Results fully supported
this hypothesis as HPWS was found positively associated with employee service performance (β = .47, p < .01). Hypothesis 2 proposed that there exist a positive association
between HPWS and OCB, which also gained full empirical support as HPWS was reported to be positively related with organizational citizenship behavior (β = .46, p < .01).
Similarly, Hypothesis 3 examined the positive relationship between HPWS and resilience which was found to be fully supported as HPWS was found to positively related
with resilience (β = .29, p < .01). Hence, all hypotheses related to the direct relationships
(i.e. H1, H2 and H3) were empirically accepted.
For the mediation analysis of resilience in the above theoretical model, a latest statistical technique called “bootstrapping method” introduced by Efron (1979) was applied.
Bootstrapping has been considered as one of the more powerful methods as compare
to Sobel test in the measurement of indirect paths especially in the small samples
(Shrout and Bolger 2002). The standardized direct effect of HPWS on employee service
performance was positively significant (β = .001, p < .05) and standardized direct effect
of HPWS on OCB was also positively significant (β = .001, p < .05). The standardized
indirect effect of HPWS on employee service performance was also positively significant (β = .001, p < .05) and effect of HPWS on OCB was also positively significant (β
= .001, p < .05). Model also revealed that direct path from HPWS to employee service
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Table 2 Fitness indices of model
CMIN

DF

CMIN/DF

GFI

NFI

CFI

RMSEA

2.482

1

2.482

.998

.997

.998

.063

performance reduced (from β = .47, p < .05 to β = .32, p < .05), whereas HPWS to OCB
(β = .46, p < .05) to (β = .35, p < .05) when resilience was entered in the model as mediator variable. Moreover, it has found that all the direct and indirect paths were significant at less than .05 and value of total direct paths were also significant (β = .001, p
< .05) which indicated that the null hypothesis was rejected. Hence H4 and H5 got empirical support indicated that that resilience partially mediated the relationship between
HPWS, employee service performance and OCB with 95% biased corrected and accelerated (BCa) bootstrap confidence interval (CI) as both paths were significant.
Fourthly, Sobel (1982) test further confirmed that resilience partially mediates the relationship of HPWS, employee service performance and organizational citizenship behavior (OCB), supporting H4 and H5. The decision of all study hypotheses are
presented in Table 3.

Discussion and conclusion
It has been viewed that HPWS is the major source of competitive advantage for an
organization and can improve the performance at individual and organizational-level.
The objective of this study was to investigate the impact of HPWS on the service performance, OCB and resilience, while the mediating effect of resilience was also examined among service sector employees of Pakistan. The results confirmed that there was
significant positive relationship between HPWS, service performance, OCB and resilience in frontline service sector employees of Pakistan. Thus study results supported all
the direct hypotheses (H1, H2, H3) of the study. These finding are consistent with the
previous studies from other cultures (e.g. Cooke et al. 2016; Kehoe and Wright 2013;
Karatepe 2013; Snape and Redman 2010). Similarly, mediation analysis revealed that
employee resilience partially mediated the relationship of HPWS and service performance. Finding also shows that resilience partially mediated the relationship of HPWS
and OCB among the service sector employees. Thus, results supports both hypotheses
(H4, H5) related with mediation of resilience in HPWS and employee outcome relationships. The findings indicate that HPWS helps in enhancement of service performance and discretionary behavior (OCB) of frontline employees working in banking,
telecommunication, insurance, hospitality and airline organizations. The outcomes of
Table 3 Decisions of hypotheses
Hypothesis Independent variable Mediating variable Dependent variable Regression co-efficient Decision
1

HPWS

–

ESP

.47a

Accepted

2

HPWS

–

OCB

.46a

Accepted

3

HPWS

–

Resilience

.29

a

Accepted

4

HPWS

Resilience

ESP

.32as
.27a

Accepted

5

HPWS

Resilience

OCB

.35a
.23a

Accepted

a

Significant at the 0.01 level
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this study will help top management to implement HPWS to increase their service performance, OCB and resilience.

Conclusion
In todays, tempestuous working environment demands the high level of resilience to
cope the service delivery challenges. This study concludes that HPWS is the one of the
major contributor towards the service performance, resilience and OCB of service industries in Pakistan. HPWS creates the environment in which employees feel high level
of resilience and in turn employee resilience plays a vital role in achievement of service
related behaviors of the employees and OCB initiatives.
Recommendations

The study findings recommend that service organization in Pakistan should implement
HPWS to increase not only service related performance of their employees but also
OCB and employee resilience significantly. Moreover, it is also suggested that development of employee resilience and implementation of HPWS can further increase the service performance and OCB in service organizations. The findings of study emphasis on
the implementation of HPWS consisting of HR practice such as selecting staffing, competency development, performance based compensation, empowerment and information sharing to increase the service performance which is desired by every service firms
around the globe. The study also recommends that apart from HPWS, if service organizations take steps to develop resilience, it will foster service related performance. It has
been also recommended that both HPWS and resilience promote the employee service
performance and OCB.
Limitations

Apart from significant findings, current study also highlights some issues and limitations which needs to be addressed in future research. Firstly, this study used
cross-sectional research design to examine the relationship between study variables. A
longitudinal or experimental research might be helpful to further authenticate the casual relationship among the study variables, particularly related to HPWS and employee
service performance which have less evidence in previous literature. Secondly, all the
study variable including high-performance work system (HPWS), employee service performance, organizational citizenship behavior (OCB) and employee resilience were
measured through self-reported constructs. Future studies should measure these variables through supervisor rated version of each measure. Thirdly, this study has adopted
only five high performance work practices, future studies with inclusion of more practices and different combinations of high performance work practices will present better
picture of HPWS in service sector of Pakistan.
Results of this study are based upon data from service sector and, therefore, the findings could only be generalized for this sector. Future studies should test the relationships proposed in this study, especially in SME sector, to examine the contextual
difference. Last, the present study has treated employee service performance as single
construct. Future research should investigate the relationship of HPWS with different
dimension of employee service performance separately for more in-depth insights.
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