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Abstract

This paper uses independent and intermediate variables (individual and organisational) to
study employee performance. It was prepared based on a literature review and a study of rela-
tions between the high-performance systems (the main predictor) and employee performance
(composed of their behaviours and performance) mediated by the fulfilment of psychological
contract. The research showed that the high-performance HRM systems (consisting of con-
tent, process and climate) directly and indirectly influence employee performance through the
mediating effect of the psychological contract setting out the obligations of employers and
employees towards each other.
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1. Introduction

One of the main lines of research within strategic HRM in the last two decades
aimed to improve the understanding of relationships occurring between HRM
and employee performance (Delaney/Huselid 1996; Lepak et al. 2007; Stavrou
et al. 2010; Sanders et al. 2014; Ostroff/Bowen 2016). In the literature, the per-
formance achieved by an organization is considered in terms of three main
groups of factors (Jiang et al., 2012), namely: 1) employees’ skills, attitudes and
behaviours, 2) operating performance (measured by productivity, growth and
creativity) (Wojtczuk-Turek 2016), and 3) financial performance (evaluated
based on sales growth, return in equity and return on assets) (Tsai 2006; Katnik
2011).

The carly studies that explored the role of HRM systems in organizations’ finan-
cial performance examined statistical evidence to find out whether individual
HRM practices or HRM systems directly contributed to their results without giv-
ing attention factors that could mediate a HRM approach and employee perfor-
mance. In the following years several studied were conducted (e.g. Boselie et al.
2005), which assumed that effective HRM could contribute to the operating per-
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formance of an organization (Hartog et al. 2012) and thus to its financial perfor-
mance. In other words, what has been established so far is that a HRM system
can influence three dimensions of organisational performance (Jiang et al.
2012). Even though HRM has been found to be related to organisations’ results,
the debate about why the relationship produces produce positive results has not
reached a conclusion yet (Wright et al. 2005).

HRM systems are important as instruments for stimulating employee perfor-
mance (Wall/Wood 2005). It is especially true about the high-performance HRM
(HPHRM) systems that strengthen the desired behaviours of employees, as well
as modifying their beliefs, attitudes and the hierarchy of values. The tool for en-
couraging employees to adopt the organizationally beneficial attitudes and be-
haviours is the psychological contract, i.e. an unwritten agreement concluded
between the employer and an employee that sets their individual, reciprocal
promises, expectations and commitments (Rousseau 1989). Evidence from the
empirical research confirms (Rogozinska-Pawetczyk 2016) that the fulfilment of
the psychological contract mediates between the HRM effect on employees’ in-
clination to show specific attitudes and behaviours in their job.

This paper considers employee performance using independent and intermediate
variables characterising individuals and organizations. The empirical part of the
research involved quantitative analysis of relationships between HPHRM sys-
tems and employee performance. To explain the relationships, a model is pro-
posed (see figure 1) which assumes that a HPHRM system (the predictor) con-
tributes to employee performance both directly and indirectly, in the latter case
being mediated by the fulfilment of the psychological contract (the mediator).

Figure 1. Relationships between the model’s components

FULFILMENT OF THE
PSYCHOLOGICAL =
H2 CONTRACT
H1
EMPLOYEE
HPHRM —! PERFORMANCE

Source: developed by the author.
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1. Trends in human resource management in Poland

Economic, political and demographic changes in Poland have serious social con-
sequences for human resource management in organisations. The financial crisis
of 2007-2008 has resulted in an ongoing need to reduce labour cost cuts, which
in most cases has led to redundancies and the shelving of the available human

capital.

Figure 2. Key factors for change in Human Resource Management
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Polish HRM changes at an increasing pace, following changes in the character
of work and in the internal and external environments of organisations (see fig-
ure 2). Polish studies conducted in the 2010s have demonstrated that factors
comprising the environments influence organisations, their strategies, structures,
as well as the dynamics of work (Zadura-Lichota 2015, Melnarowicz 2017).

Organisational culture, business profiles, employment, work requirements and
employees themselves change, too. Polish organisations increasingly need
knowledge employees who have bigger and different expectations about their
work than non-knowledge employees. As a result, they are faced with the fol-
lowing HRM dilemma: should they merely follow the knowledge workers’
needs or rather try to predict, or perhaps even inspire, future changes to appro-
priately prepare the personnel function in advance. The second approach appar-
ently increases the odds of organisational HRM improving employees’ perfor-
mance and, thus, the financial efficiency of the organisation (Myjak 2018).

The analyses conducted by Rogozinska-Pawetczyk (2016) show that Polish or-
ganisations will build and develop their human capital around the following
transition processes:

1. From the domination of physical work to the domination of knowledge-
based work (which becomes a key determinant of organisations’ value and
their ability to compete on the global scale).

2. From simple, routine work to one that is creative, variable and diversified
(this involves the development of a learning culture, openness to changes, ac-
ceptance of uncertainty, risk, and cultural diversity).

3. From employee subordination to more partnership relations in the workplace
(employee empowerment, greater independence and responsibility).

4. From individual work based on rivalry to group work, cooperation, and ex-
change of information.

5. From legally unprotected work to workplace relations based on a psychologi-
cal contract.

6. From human labour to work utilising artificial intelligence and ICT solutions.

Contemporary HRM strategies in Poland are aimed at establishing structures
that allow organisations to meet employees’ expectations which express the val-
ue of their human capital. They also emphasise that employees’ well-being is
achieved when they themselves and their organisation meet their interests to-
gether, and seek to ensure that employees’ attitudes and performance are aligned
with the economic goals pursued by the organisation (Myjak 2018). The trends
justify further research into how the shape of HRM strategies and systems influ-
ences employees’ productivity.

The trends in the HRM area observed in the organisations based in central
Poland and £6dZ (where the research for this article was carried out) are very
much the same. In the 20t ¢., £.6dZ was a major producer of textiles, but the col-
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lapse of communism in the early 1990 s £.6dZ and the domination of inexpensive
Asian textiles in European markets threw it into a crisis. Unable to compete in
the open market, the city’s large factories were being shut down one by one. The
2000 unemployment rate in £.0dZ was 13 percent, whereas in other large cities it
fluctuated around 4 percent. £.6dZ has learnt the lesson well and has chosen di-
versity. From a textile industry centre it used to be, it has evolved into a centre
of knowledge, technologies, and specialist business services (BPO/SSC, IT, and
R&D), and a place where the logistics, white goods, electronics, biotechnology,
and modern textile industries thrive. £.6dz is also an academic city and a centre
of culture. The research into the productivity of employees in central Poland was
prompted by the fast pace of changes in its economy and Polish HRM.

1.1 Theoretical framework and the model’s theoretical background

The theoretical framework for the model was the Guest (2011) and Zhang and
Morris (2014) concepts of influencing employee performance. Based on the
knowledge that high-quality human capital has a bearing on the level of employ-
ee performance and consequently on the performance of the organisation (Sels et
al. 2006), the employee performance variables were selected for this study using
human behaviour theories and a performance-based approach (Aguinis 2016)
utilizing the measures of individual behaviours and performance indicators of
the most efficient employees. This approach to selecting performance variables
involved the use of many measures providing direct insight into employees’ be-
haviour.

Because the operating performance ratios (e.g. profits, market value, ROE, rev-
enue and sales per employee, or employee turnover) concentrate on work results
rather than on behaviours, research should seek to establish how employee be-
haviour and organizational operating performance are related to each other. Ac-
cording to the results of studies by Delaney and Huselid (1996) and by Klassen
et al. (1998), employee performance should be measured using productivity, ef-
ficiency, effectiveness and efficacy. Because of the terms’ definitional obscurity
and the blurred semantic borders between them, only effectiveness and efficien-
cy will be used herein to evaluate employee performance. Effectiveness is de-
fined as the degree of employee’s ability to achieve organisational goals while
efficiency is understood as their potential for maximizing organizational rev-
enues while using minimum inputs. Both measures are the most relevant to man-
ufacturing environments delivering tangible outputs. Their use for the purposes
of service providers (especially those delivering intangible services) is some-
what problematic. Pocztowski (2008) mentions organizations’ studies on em-
ployee performance that considered employees’ characteristics, behaviours and
performance. Accordingly, the next three indicators with which employee per-
formance will be measured are: 1) employee development understood as an indi-
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vidual’s improving ability to exploit opportunities and confront challenges as
they arise; 2) innovativeness defined as the ability of an individual employee to
find new solutions and improvements for processes to enhance organisational
competitiveness; and 3) quality meant as the ability of an employee to generate
as many top-quality ideas/products/services as possible. There are two argu-
ments that support the use of measures in this study. Firstly, all of them focus on
the performance of an individual. Secondly, they consider it in terms of its value
and the benefits for the organization (Wojtczuk-Turek 2016).

The second theoretical pillar of the model proposed above is the HPHRM sys-
tems, i.e. systems marked by strong integration of HRM content, process and
climate (Bowen/Ostroff 2004). The HRM content is a cluster of practices and
policies that organizations use to make their employee selection, retention and
development processes more efficient, and to improve the use of human capital
in line with their strategic goals (Boselie et al. 2005).

Most HRM practices constituting its content are aimed to attract and recruit the
right job applicants, to set the goals for human resource development, to imple-
ment a remuneration policy facilitating the retention and motivation of employ-
ees, and to foster positive relations among the workforce (Boxall et al. 2011).
These key practices underlie the creation of HRM strategies (Boselie et al. 2005;
Lepak et al. 2007) for planning, recruiting and selecting the best-quality human
capital for the organisation. Employee development is directly linked to the or-
ganisation’s ability to function, the assessment of their performance and fair re-
muneration help focus their energy on the execution of their tasks, and relations
among employees influence the overall climate in the organization and thereby
its performance.

The HRM process is about how HRM practices are communicated to employees
(Li et al. 2011). Because it involves the risk of employees understanding HRM
practices in their own way, i.e. different than intended by the organisation,
Bowen and Ostroff (2004) argue that a system for communicating HRM
practices should be characterised by distinctiveness, consistency and consensus
to be effective.

Distinctiveness means a need to emphasise the causal relationship between an
event and its outcome in order to make a HRM practice visible and interesting.
Consistency, too, places emphasis on the causal relationship between an event
and its outcome but its purpose is to ensure the coherence of time, people and
contexts. Consensus requires that the features of the system used to communi-
cate HRM practices to employees enable them develop basically the same un-
derstanding of its impacts. This means that an organization has a strong HPHRM
system when it meets the criteria of distinctiveness, consistency and consensus.
The strength of a HPHRM system means that it ensures the common under-
standing and interpretation of HRM practices by employees, thus fostering their
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positive attitudes and behaviours and consequently enhancing the organisation’s
performance.

The HRM climate is as important as its process and content, because it deter-
mines whether the perception of HRM practices in the organization will differ,
and how much, from intended (Kinnie et al. 2005). The HRM climate is viewed
as the general atmosphere in the organization, subjectively experienced and
evaluated by its employees (Wudarzewski 2016). Its significance derives from
the fact that an organization’s performance partly depends on the employers’ and
employees’ cognitive abilities translating into the amount of information they
can process to understand each other’s intentions (Nishii et al. 2008). The indi-
vidual cognitive limits of employees are important because they determine their
interpretations of HRM practices, which may be different from what the em-
ployer wished to achieve (Guzzo/Nooman 1994). When HRM practices are con-
sistently perceived across the organization and its HRM climate is strong, em-
ployees’ behaviours are likely to correspond to what their organizations expect
of them (Bowen/Ostroff, 2004). Bowen and Ostroff (2004) concluded that for a
HPHRM system to have real influence on performance its content and process
must be well integrated. They also observed that the manner of communicating
HRM practices (HRM process) can develop create a relationship between HRM
practices (content) and the way they are perceived and experienced (climate).
The observation was challenged by Li et al. (2011) who suggested that in fact
the HRM process loosens the relationship between the actual and expected per-
ception of HRM practices, because in strong HRM systems employees perceive
events similarly and consequently has similar expectations as to HRM practices

The model proposed in this paper was constructed assuming that the fulfilment
of the psychological contract’s obligations (transactional or relational) by the
employer was a prerequisite of employee honouring theirs. The extent of fulfil-
ment of the psychological contract was evaluated using the theoretical frame-
work of social exchange occurring between the employer and an employee and
the norm of reciprocity it involves (Rousseau 1995).

In the literature dealing with the psychological contract, the fulfilment of the
psychological contract is associated with the emergence of temporary cognitive
patterns whereby both employees and employers can determine whether the de-
partures from their reciprocal arrangements are cognitively acceptable or not
(Schalk/Roe 2007). How balanced the relations between the parties are can be
determined by evaluating the degree to which they meet their obligations and
honour reciprocal expectations. If both parties appreciate what they receive and
deliver on their promises, then they show satisfaction, commitment and motiva-
tion for work (Coyle-Shapiro/Shore 2007). The model proposed in this paper
was built on the assumption that the employer and an employee were committed
to keeping their promises.
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Although psychological contracts tend to be very subjective (Rousseau, 2010),
based on their characteristics they can be classified into one of two main cat-
egories: transactional or relational contracts (Rogozinska-Pawetczyk 2011). The
transactional contract highlights the parties’ economic gains and its time frame
can be fixed in advance. While being performance oriented, this type of the psy-
chological contract also allows an employee to develop their competences, in-
creases their earnings, and adds prestige to the job involved. The relational psy-
chological contract comes with certainty of employment and long career with
the organisation in exchange for which it expects loyalty and acceptance of orga-
nizational hierarchy by the employee (Rogozinska-Pawelczyk 2015). Some
studies suggest that the selection of HRM policies and practices can influence
the fulfilment of both types of the psychological contract (Pathak et al. 2005).
An argument in support of this thesis was provided by Rogozifiska-Pawelczyk
(2016), who showed that which type of the psychological contract predominates
in the organization can be determined from whether an organization has built its
HRM policy on involvement or flexibility and from its HRM practices. The con-
firmation of the scientific soundness of this conclusion was the relationship be-
tween employee assessment systems, career paths and the variable element of
remuneration on the one hand and the type of the psychological contract on the
other hand that she demonstrated (Rogozinska-Pawetczyk 2012; 2016). Because
of the findings, the proposed model was extended to employees’ and employers’
fulfilment of their reciprocal obligations under relational and transactional con-
tracts.

2. Research method
2.1 Procedure and measures

The quantitative research was aimed to establish the relationship between the
high-performance HRM systems (HPHRM) and employee performance in re-
gard to the mediating role of the psychological contract. The following research
hypotheses were tested:

HI. There is a positive relationship between a high-performance HRM system
and employee performance.

H2.  The fulfilment of the psychological contract is a mediator between a high-
performance HRM system and employee performance.

In order to test both hypotheses, to find relationships between the selected vari-
ables, and to evaluate the role of the mediator, a correlation analysis and multi-
ple regression analysis were performed using the QUADAS tool. Correlations
were assumed significant at p<0.05 and p<0.01. To quantify the role of the me-
diator, regression models and 5000 bootstrapping samples were used. For the

‘am 20.01.2026, 20118:05. © Urhebarrechtiich geschiitzter Inhal k.
Erlaubnis ist j \halts ir it, fiir oder ir



https://doi.org/10.5771/0949-6181-2020-3-581

The high-performance HRM systems in shaping employee performance 589

purposes of the analysis, the structural equation modelling (SEM) method (part
of the STATA/SE package) was additionally applied (Preacher/Hayes 2004). It
was used because of the need to analyse multivariate models containing a large
number of predictors (a high-performance HRM system with its content, process
and climate) and of mediators (the fulfilment of the psychological contract by
employees and employers). Another important argument for using the SEM was
that it outperforms the regression models as a tool for analysing variables.

2.2. Participants

The survey was conducted in 100 organisations based in the Lodz voivodeship
(in Central Poland). The respondents were the representatives (n=100) of the top
or middle-level management or persons in charge of HR departments.

The sampled organisations varied in size from medium (82 %) to large (18 %);
69 % of them were privately held and 31 % represented public sector servives.
Most organizations were in the manufacturing industry (43 %), others in indus-
tries such as R&D services (9 %), IT services (9 %), transport and telecommuni-
cations (7 %), trade (7 %), construction (6 %), healthcare (4 %), and banking, fi-
nance and insurance (3 %). As far as the respondents’ gender, age, the number of
years in employment and job are concerned, 53 % were women and 47 % were
men; people aged to 25 years constituted 3 %, 23 % were aged between 26 and
35 years, 37 % were in the age group 3645 years, 24 % were aged from 46 to
55 years, and 13 % were older than 56; 8 % of respondents were employed to 5
years and 92 % were employed longer than 5 years; 30 % were department di-
rectors, 29 % managed HR departments, and 41 % were non-managerial em-
ployees in different organizational units. The structure of the test sample is
shown in Table 1.

Table 1. The structure of the test sample (N=100)

Variable Respondents
% n
Gender Female 53 53
Male 47 47
Age < =25years 3 3
26—35 years 23 23
36—45years 37 37
4655 years 24 24
> 55 years 13 13
Seniority <=5years 8 8
>5years 92 92

Source: developed by the author.
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2.3 Questionnaire

The survey was anonymised and was carried out using the CATI technique
(computer-aided telephone interviews). The measurements of the selected vari-
ables were made using the following diagnostic tools:

High-performance HRM system —a HPHRM system is a theoretical construct,
so it was not investigated directly but used as a lateral variable. Its attributes
(content, process and climate) were measured by means of three tools developed
from the high-performance work concept (Combs et al. 2006; Lepak et al. 2006;
Lepak et al. 2007).

Content — (HRM practices) — was measured against items adapted from the
tools measuring HRM practices (Guthrie 2001; Tsai 2006; Fu et al. 2015). Based
on the exploratory factor analysis, the following practices were selected: Moti-
vation (ZM), Training and professional development (ZSRz), Performance-
based remuneration (ZWo) and Assessment of productivity (ZOw). Each prac-
tice was described by three items such as: ,,My career path and personal devel-
opment plan in the organisation are clearly defined” (ZSRz), ,,The motivating
system addresses my personal expectations” (ZM). Respondents rated the state-
ments on a 5-point Likert scale, where 1 represented ,,I strongly disagree” and 5
—,,I strongly agree”. The Cronbach’s alpha coefficient indicating the reliability
of this research tool was 0.78.

Process — this variable was evaluated on three subscales, namely distinctiveness
(13 items), consistency (11 items) and consensus (16 items) (Bowen/Ostroff,
2004). All items were derived from the tool developed by Delmotte et al. (2007)
to evaluate the strength of a HRM system. Some of the items read as follows:
,In my organisation, there are clear promotion criteria for each job” (distinctive-
ness) or ,,I am satisfied with the bonus I received recently” (consensus). Each
subscale’s items were evaluated on a 5-point Likert scale, where 1 meant ,,I
strongly disagree” and 5 — ,, I strongly disagree”. The Cronbach’s alpha coeffi-
cient indicative of the tool’s reliability was high — 0.89.

HRM climate — (the perception of HRM practices) — was evaluated using four
subscales for HRM practices indicated by the exploratory factor analysis: Moti-
vation (KM), Training and professional development (KSRz), Performance-
based remuneration (KWo), and Job performance assessment (KOw). Each prac-
tice was assessed against three items that, unlike those used to study HRM con-
tent (practices), were aimed to evaluate respondent’s satisfaction with HRM
practices in their organization. The items were defined as questions such as:
,»Are you satisfied with the quality of training you get in your organization?” or
~Are you satisfied with your salary?” Each subscale’s items were rated by re-
spondents on a 5-point Likert scale, where 1 denoted ,,not at all” and 5 — ,,very
much”. The Cronbach’s alpha coefficient for this tool was 0.81.
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Fulfilment of the psychological contract — was measured using two subscales,
each having 5 items — method developd Mcneil (2000) and Rousseau (1989).
One subscale assessed the transactional aspects and the other the relational as-
pects of employers’ and employees’ fulfilment of their psychological contract
obligations. Whether an aspect was transactional or relational was determined
using the categorisation system used by Thompson and Hart (Thompson/Hart,
2006). The transactional aspect comprised economic variables such as pay, its
level and structure, performance-based profit sharing, and variables that could
generate incomes in the future, e.g. opportunities for personal development and
promotion. The relational aspect consisted of ‘social’ variables, including a good
workplace atmosphere, values associated with organization’s CSR, and the qual-
ity of relations between the employer and employees (e.g. employment certainty
and security, fair treatment from the employer).

To measure the fulfilment of the employer’s and employees’ transactional and
relational obligations two subscales were used, each containing 5 items such as
,Does your employer deliver on their promise to provide promotion opportuni-
ties in the organization?” (the employer has offered a relational psychological
contract) or ,,Do employees share their expertise with other people in the organi-
zation as they promised?" (employees have accepted a transactional psychologi-
cal contract). All items were assessed by respondents on a 5-point Likert scale,
where 1 was ,,not at all” and 5 ,,very much”. The Cronbach’s alpha coefficient
for this research tool was 0.77.

Employee performance — this variable was measured on 5 subscales (effective-
ness, efficiency, development, innovativeness and quality), each containing 3
items adapted from the tools that Delaney and Huselid (1996) and Klassen et al.
(1998) developed to measure employee performance (behaviours and work re-
sults). Some of the items were as follows: ,,I do my job carefully, competently
and efficiently” or ,,I think [ undertake enough training to do my job competent-
ly”. The Cronbach’s alpha coefficient for this tool was 0.89. Respondents gave
their answers on a 5-ppoint Likert scale, where 1 denoted ,,I strongly disagree”
and 5 ,,I strongly agree”.

3. Analysis of research results

The first step of statistical analysis involved the calculation of correlations be-
tween the variables (table 2).
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As the data in table 1 show, employee performance is moderately and signifi-
cantly correlated with a high-performance HRM system (r=0.59; p<0.01) and its
dimensions, i.e. content (r=0.61; p<0.01), process (r=0.57; p<0.01) and climate
(r=0.36; p<0.01) (table 1). Moreover, employee performance as a whole and its
constituent variables (effectiveness, efficiency, innovativeness and quality) are
positively and moderately correlated with employee performance. This confirms
the findings of earlier research according to which organizational HRM
practices: (content: motivation, training and professional development, perfor-
mance-based remuneration and assessment of productivity) are correlated with
the manner of their communication (process) and their perceived importance by
employees (climate) (Bowen/Ostroff 2004; Nishii et al. 2008; Katou 2015).

How the independent variable (a HPHRM system) correlated with the mediator
(the fulfilment of the psychological contract) was important for evaluating the
strength of the research hypotheses. Analysis showed a positive correlation be-
tween the HPHRM system and the fulfilment of the contract by employees
(r=0.59, p<0.0) and employers (r=0.68, p<0.01), and a positive and moderately
strong correlation between the system’s particular dimensions and the mediator.
Employee performance was also positively correlated with the mediator (r=0.54,
p<0.01 for employers meeting their obligations and 1=0.84 p<0.01 for employ-
ees).

Table 3. The results of regression analysis

Variable Model 1 Model 2
Independent variable: high-performance HRM systems 0.565"** 0.496"**
Control variables:

Gender -0.300*" -0.151
Age 0.920™ 0.976™
Duration of employment 0.431* 0.316™*
Organization’s size 0.020 0.076
Industry -0.560"* -0.534**
Ownership 0.325** 0.298**
Mediating variable: fulfilment of the psychological contract - 0.605"**
R? 0.26 0.24
AR? 0.22 0.25

F 20192™* 34770

* p<0.05; ** p<0.0T; *** p<0.001.
Source: developed by the author.

To study the nature of the correlation between the HPHRM system and employ-
ee performance and to assess the mediating effect of the fulfilled psychological
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contract, a stepwise regression analysis and a bootstrapping procedure were
used. Two regression models were constructed that allowed, respectively, for a
direct and indirect (stronger) influence of the HPHRM system on employee per-
formance. The results of this analysis are shown in table 3.

Both models proved statistically significant and well fitted to the data
(F=34.770, p<0.001 and F=20.191. p<0.001, respectively). They showed that, as
expected, the HPHRM system (the predictor) influenced employee performance
both directly and indirectly. The direct effect in the first model (B = 0.565;
p<0.01) meant that employee performance would improve with the HPHRM
system’s elements becoming more visible. In the second model, the introduction
of the mediator increased the predictor’s value with respect to the explained
variable (performance). The mediator significantly correlated with both the de-
pendent variable (employee performance) and the predictor that stimulated em-
ployee performance indirectly (f = 0.605; p <0.001), i.e. through the mediator.

Both organisational control variables (organisation’s size and industry) and indi-
vidual control variables (age, gender, the number of years in service) signifi-
cantly determined the effectiveness of the HPHRM system and employee perfor-
mance. The negative value of the variable ‘manufacturing industry’ indicated
that it was less correlated with all analysed variables than ‘trade and services
sector’ (the strongest correlations were found for ‘R&D services’ and ‘IT ser-
vices’). The implication of the positive value of ‘ownership’ was that employees
in private organisations performed better than those in public administration.
The effect of the HPHRM system on employee performance depended on their
age, gender and the number of years in service: women, persons older than 46
years of age and employees who were employed the longest reported a stronger
association between employee performance and the HPHRM system in place.

Summing up, the HPHRM system has a direct as well as indirect influence on
employee performance. The stronger influence observed in the second case
means that the HPHRM system improves employee performance the most when
both the employer and employees fulfil the psychological contract. Accordingly,
hypotheses H1 and H2 have been empirically confirmed.

They have also been confirmed by the results of the structural equation mod-
elling (SEM) procedure where the HPHRM system functioned as the predictor,
the fulfilment of the psychological contract as the mediator, and employee per-
formance as the dependent variable. The relationships between these variables
are shown in figure 3.
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Figure 3. The relationships between a HPHRM system and employee performance and
the mediating effect of the fulfilment of the psychological contract by em-
ployees and employers.

FULFILMENT OF THE
PSYCHOLOGICAL

0.53 CONTRACT

0.71

Employees

0.98

0.83 Transactional Relational

Employers

0.88 . . 0.92
Transactional Relational

HPHRM EMPLOYEE
PERFORMANCE

4

0.39

Source: created by the author.

The model is well fitted to the data (y2= 2.950, df= 244, p=0.000, RMSEA=
0.076, NFI= 0.992, CFI= 0.914, GFI= 0.851, SRMR= 0.013) and significantly
explains how its components are related to each other. As can be seen, employee
performance is directly influenced by the HPHRM system through the fulfilment
of the psychological contract. The implication of the relational aspect being
more important in both transactional and relational psychological contracts is
that it is more important for the effectiveness of the HPHRM system (Ro-
gozinska-Pawelczyk 2016; Uen et al. 2009), as well as that the relational aspect
has a stronger effect on employee performance. It must be borne in mind, how-
ever, that is the transactional aspect of the psychological contract that must be
taken care of first, because it is a prerequisite for the parties to meet their rela-
tional obligations afterwards.

4. Conclusions

The above analysis of the quantitative research results has confirmed the com-
plexity of relationships between the HPHRM systems and employee perfor-
mance, and consequently the need to study them using an interactive approach.
Showing that the HPHRM systems are related to employee performance, it is
also consistent with the findings of other researchers, such as Bowen and Ostroff
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(2004) and Katou (2015), and acknowledges the view that HPHRM systems are
important for organizations because they make employees more productive by
inducing a similar perception of HRM practices across the workforce.

The psychological contract is a very fragile theoretical construct, the importance
of which increases as the organization becomes more complex and chaotic. In
the self-organising organisations, the relationship is less clear. The presence of a
strong relationship can only be explained in the framework of a sophisticated
self-organisation theory, such as synergy, according to which the structure and
functioning of the entire organisations are regulated by values, beliefs and atti-
tudes. The results of this study support the assumption that values, value devel-
opment and organizational culture are more important in organisations that have
achieved a higher level of self-organisation.

The HPHRM systems have been shown to have a direct as well as indirect influ-
ence on employee performance, the latter being largely dependent on the fulfil-
ment of the psychological contract by employees and employers. In both cases
the outcomes are significantly determined by individuals’ characteristics. The
very fulfilment of the psychological contract, especially the relational one, also
considerably influences employee performance. Organizations should consider
using this relationship as a mediator between the high-performance HRM sys-
tems and employee performance. According to the research results, shaping em-
ployee performance modifies the functioning of individual employees as well as
of the organization.

The analysis of employee performance (behaviours and performance) and of its
determinants can help formulating recommendations for personnel management.

m Because this study has shown that the HRM content, process and climate
(comprising an integrated HRM system) have effect on employee perfor-
mance, managers should take more care to ensure that the clusters HRM
practices are more visible (explicit and noticeable) to employees, more com-
prehensible (easily understandable), and more meaningful (helping employ-
ees achieve goals).

m Efforts are also necessary to raise the employees’ awareness of a HPHRM
system being in place (as HRM practices can significantly improve their per-
formance and quality of work) and to ensure that it is understood or interpret-
ed in the same or similar way (this requires that the HRM department sends
its messages in a co-ordinated manner, consistent across contexts and times).
HR managers focused on these aspects of high-performance HRM systems
will be able to come with better relational psychological contracts capable of
stimulating employee performance.

m The study has provided insight into personnel management practices in orga-
nisations that are aware of the role of the psychological contract as a means
for improving employee performance, and where the fulfilment of the psy-
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chological contract is a mediator between employee performance and high-
performance HPHRM systems. One has to be aware, however, that preparing
a positive psychological contract is a difficult task (Rogozinska-Pawelczyk,
2016). It is therefore important that the personnel policy in an organization
involves open communication and ongoing dialogue between managers and
employees.

The study seems to provide a solid starting point for future research with a larg-
er, representative sample, which will investigate the fulfilment of psychological
contracts as a predictor of employee performance and as a mediator between the
high-performance HRM systems and employee performance.
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