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Abstract 

The ongoing debate to unlock the black box between HRM and performance is yet to be fully concluded. This 

paper addresses the recent calls by adding three employee outcomes (affective commitment, job satisfaction 

and turnover intention) as a mediating mechanism in the causal chain from HR implementation level (i.e. the 

extent of organization's HR practices that are implemented by each line manager) to work performance. 

Primary data was collected through self-administrative survey from 200 permanent employees and 82 

supervisors/ line managers working in four manufacturing firms. The data was analyzed using SPSS process 

macros and AMOS. The results reveal that line managers HR implementation level increases work unit 

performance. Furthermore, elevated level of HR implementation enhances employees’ affective commitment 

and job satisfaction and reduces their turnover intention and mediating role of these employee outcomes is 

fully supported by our data. The paper advances the strategic HRM research and contributes by providing new 

mechanism to unravel the complexity of HRM-performance linkage debate. 

 

Keywords: HR implementation level, work performance, employee outcomes, social exchange theory. 

 

1. Introduction     

From last few decades an extensive body of research has investigated the relationship between human resource 

management (HRM) and performance (Boselie et al., 2005; Guest, 2011; Paauwe et al, 2013). Though the 

outcomes of this relationship appear to be quite stout, the mechanism through which HRM influence 

performance remains baffling (Bowen & Ostroff, 2004; Huselid & Becker, 2011). The prior HRM research 

just focused on the design and quality of HR practices instead of its implementation in the true sense (Becker 

& Huselid, 2006; Khilji & Wang, 2006). In strategic HRM (SHRM) research, the scholars began to 

acknowledge the importance of HR implementation and considered it as a keystone for the achievement of 

employees and organizational goals. Guest and Bos-Nehles (2013) believe that well designed HR practices do 

not predictably guarantee competitive edge until they ought to be implemented. The consistent HR practices 

implementation increases the employee’s contentment with HR system which is helpful to enhance the 

performance of the organization (Khilji & Wang, 2006). Woodrow and Guest (2014) state “good HR policies 

and practices can get bad results” if not properly implemented (p. 54).  Thus, the implementation of HR 

practices is essential for the successful employee management and superior organizational performance.    

 

In HRM implementation procedure, the line managers’ role has increased and most of the HR work has 

devolved to them. They fetch HR policies to life and deemed as a vital factor in recognizing the relationship 

between HR system and firm performance. In many firms, well developed HR practices are outdated and 

failed due to non-implementation or poor implementation of these practices (Khilji & Wang, 2006). The HR 
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department is liable for the development of HR practices, whereas, the implementation of these practices is the 

responsibility of line managers.  

 

Researchers in the field recognize the importance of HR implementation and propose that the crucial role of 

line manager in implementing HR practices should be examined to resolve the complexity between HR 

practices and performance relationship (Azmi & Mushtaq, 2015; Becker & Huselid, 2006; Conway & Monks, 

2010). To unlock the black box debate between HRM and performance, there is a need to explore mediating 

mechanism expressed through employee attitudes and behaviors (Kuvaas et al., 2014; Snape & Redman, 

2010). The academia is also interested to investigate the influence of HR implementation beyond some 

organizational level (such as work units or groups) where HRM is constantly implemented by line managers 

(Vermeeren, 2014). 

 

To respond the recent calls, this study intends to contribute to the existing literature in three ways. First, the 

aim of the research is to empirically examine the consequences of the extent of organization's HR practices 

that are implemented by each line manager (HR implementation level) on performance of the work units’. 

Second, relying on social exchange theory, we attempt to unlock the HR-performance black box by adding 

employee outcomes (affective commitment, job satisfaction and turnover intention) as mediating variables 

between HR implementation level and work performance. Social exchange theory state that the 

implementation of HR practices at floor send employees a signal that they are being valued which give rise a 

sense of obligation and they reciprocate through elevated level of performance (Allen et al., 2003; Gould-

Williams, 2007; Purcell & Hutchinson, 2007). In this way, this study attempts to fill the current research gap 

by adding a new mechanism to the causal chain from HR to performance (see Figure 1). Third, we may also 

contribute by focusing on group level (work units) as response variable.  This is a place where organizations 

can best predict the line managers HR implementation efforts as well as employees’ outcomes.  

 

 

Figure 1: Hypothesized Model 

 

2. Theoretical Background and Hhypotheses  

 

2.1 HR Implementation Level and Work Performance 

 

HR implementation level is an “extent of organization's HR practices that are implemented by each line 

manager. When managers consistently choose to use many of their organization's HR practices, their HR 

implementation level is high. Conversely, when a manager chooses to ignore or uses only a few of their 

organization's HR practices, then their HR implementation level is low” (Sikora & Ferris, 2014, p. 273). 
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The work performance refers to the consequences of the work unit’s operations or attainment of its goals. 

Work performance may be divided into three categories such as financial performance (profitability and sales 

growth), non-financial or operational performance (quality of the work, quantity of the work, market 

effectiveness and growth in market shares) and organizational effectiveness (organizational goals and 

objectives) (Venkatraman & Ramanujam, 1986). This study assesses the performance of work units (groups) 

by utilizing non-financial/operational measures. 

 

In recent decades, the line managers are deemed a vital factor in recognizing the relationship between HR 

system and firm performance as they fetch HR policies to life. The importance of line manager’s involvement 

in HRM activities is confirmed by different research efforts (Conway & Monks, 2010; Maxwell & Watson, 

2006; Sikora & Ferris, 2014). By implementing the HR practices at floor, they not only influence the 

employee’s attitude and behavior but also affect the work performance of different units. 

 

However, little concentration has been given to the implementation of HR practices at wok floor. The 

consistent implementation of HR practices at floor is likely to have a reinforcing impact on performance 

(Bowen & Ostroff, 2004). The recent research has realized this notion and put their emphasis on HR 

implementation in predicting the performance (Azmi & Mushtaq, 2015; Vermeeren, 2014).  

 

Line managers’ HR implementation level has been acknowledged in academic research but there is a lack of 

research that empirically examines its impact on performance of work units or groups. When line managers 

implement more of organizational HR practices at work floor, their HR implementation level is likely 

increased. On the other hand, when less of HR practices are implemented by line managers, their HR 

implementation level becomes low. This study attempts to examine the impact of HR implementation level on 

performance of work units and proposed that higher HR implementation level likely enhance performance of 

work units.  This is as per the following hypothesis: 

 

H1: HR implementation level is positively related to work performance. 

 

 

2.2 HR Implementation Level and Employee Outcomes 

 

Employee outcomes include affective commitment, job satisfaction and turnover intention. Where, affective 

commitment and job satisfaction represents employee attitudes and turnover intention “serves as a proxy for 

actual turnover” (Griffeth et al., 2000) which represents employee’s behavior. Affective commitment refers to 

“an effective or emotional attachment to the organization” (Allen & Meyer, 1990, p. 14). Job satisfaction 

describes employee’s overall job enjoyment and contentment and turnover intention is the employee’s 

intention to leave the organization within next twelve months.  

 

2.2.1 HR Implementation Level and Affective Commitment  

 

The line managers play very pivotal role in HR implementation which has enormous importance for positive 

employee attitudes i.e. affective commitment. The devolution of numerous HR responsibilities make the line 

managers an influential HR implementers as they are responsible for the implementation of HR practices at 

work floor (Trullen et al., 2016). They act as predictors of HR practices for employees which influence 

employees’ perceptions regarding HRM system. Prior studies in the field suggest that line manager’s 

involvement in HRM is imperative for the commitment of employees with the organization (Currie & Procter, 

2001; Purcell & Hutchinson, 2007). The involvement of line managers in HR implementation is increasing 

day by day (Perry & Kulik, 2008). Line managers are the agents of the organization but act as independent 

players when implementing HR practices (Kuvaas & Dysvik, 2010) and providing support to the subordinates 

(Maertz et al., 2007).  

 

Relying on the social exchange theory, when line managers implement HR practices at the work floor they 

take individual employee needs into account which give employees a sense that they are supported and valued. 

In response to this employee shows positive affective commitment with their organization. Many studies find 

that HRM positively affect employee affective commitment (Gould-Williams & Davies, 2005; Pare´ & 

Tremblay, 2007; Whitener, 2001). Some scholars suggest that organizational investment in HR system send 

implied signals to the employees that they are trusted and valued, which give them a sense of obligation to 

exert positive attitude towards organization (Allen et al., 2003; Purcell & Hutchinson, 2007). In this regard, we 

propose that when more of HR practices are implemented by organizational line managers their 
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implementation level seems likely to be high which in turn enhances affective commitment of employees. This 

is as per the following hypothesis of the study: 

 

H2: HR implementation level is positively related to affective commitment.  

 

2.2.2 HR Implementation Level and Job Satisfaction  

 

Line managers are considered as essential factor in recognizing the relationship between HRM and different 

employee outcomes as they fetch HR policies/ practices to life. By doing so, they persuade employees’ 

perceptions about HRM system as well as their attitudes, behavior and performance (Purcell & Kinnie, 2007). 

Macky and Boxall (2008) investigated the association between HR practices and employee attitudes. They 

found a positive relationship between HR practices and job satisfaction. Similarly, Becker et al., (1997) 

advocated that HR practices facilitate to improve employee productivity and enhance job satisfaction. HR 

practices are also helpful to increase employee communication and cooperation with other employees which 

provides positive feelings about job (Evans & Davis, 2005). The HRM implementation by line managers can 

influence many job-related activities of employees which are helpful in creating positive feelings about job. 

Accordingly, it appears that when more of HR practices are implemented by organizational line managers, 

employee’s job satisfaction should subsequently improve. Conversely, when HR implementation level is low 

employees job satisfaction will likely decrease. Thus, we propose the following hypothesis: 

 

H3: HR implementation level is positively related to job satisfaction. 

 

 

2.2.3 HR Implementation Level and Turnover Intention  

 

The line managers play very crucial role in the implementation of HR practices. There is a substantial fact that 

the line managers must progressively execute numerous HRM activities (Purcell & Hutchinson, 2007). In HR 

implementation process, the line managers induce employees’ perceptions about the HRM system. HR 

implementation level seems likely to negatively impact turnover intentions of employees because some HR 

practices reveal employees that the organization is caring of its employees and covet to build enduring 

relationship with them (Bowen & Ostroff, 2004). In this regard, Allen et al. (2003) found that employees’ 

supportive HR practices are helpful to increase their attachment with the organization. Employees perception 

of their supervisor support and care motivate them to stay employed with the organization (Rhoades et al., 

2001). Consequently, when more of HR practices are implemented by organizational line managers, 

employees feel supportive of their supervisor which negatively influences turnover intention of the employees.  

 

 H4: HR implementation level is negatively related to turnover intention. 

 

2.2.4 Employee Outcomes as a Mediator 

 

Social exchange theory states that the elevated level of line managers HR implementation at floor send 

employees a signal that they are being valued which give rise a sense of obligation and they reciprocate 

through high performance. A key percept in strategic human resource management research is that HRM 

impact performance through employees’ motivation, attitudes and behaviors (Combs et al., 2006). In this 

perspective, Jiang et al. (2013) suggested that while examining employee’s attitudes and behaviors and their 

impact on performance, social exchange theory may be used to explain the intervening mechanisms. Per social 

exchange theory (Blau, 1964) when individuals or organization care about employees’ well-being and value 

them through investment in HR, then employees feel obligation to reciprocate by demonstrating positive work 

attitudes and appropriate behaviors towards organization.   

 

In recent years, theoretical frameworks highlight that employees’ attitudes and behaviors are based on their 

perceptions of how and why HR practices are implemented by the organization (Bowen & Ostroff 2004; 

Nishii et al., 2008). In this view, line managers play very important role in communicating HR policies to 

employees and implementing HR practices at the work floor. Line managers are the agents of the organization 

and play an important role in implementing HR practices at the operational level. When Line managers 

effectively implement HR practices at individual levels, it gives employees a sense that they are being valued 

and cared. Thus, they show their positive attitudes (affective commitment and job satisfaction) and appropriate 

behaviors (turnover intention) towards the work units and organization.  
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Based on above discussion, we can say that when more of HR practices are implemented by organizational 

line managers, HR implementation level will be high. It is expected that higher HR implementation level 

likely to increase employee affective commitment and job satisfaction and reduces turnover intention. In turn, 

these employee outcomes are expected to enhance organizational performance. Accordingly, this study 

proposes the following hypothesis. 

 

 

H5: Employee outcomes (affective commitment, job satisfaction and turnover intention) mediate the 

relationship between HR implementation level and work performance.  

 

 

3. METHODOLOGY  

 

3.1 Data 

 

For collecting the data, we target fertilizing sector of Pakistan. The reason for selection of this sector is the 

relevance of HR implementation by firm’s line managers. Currently there are seven companies which are 

major producers of fertilizers. Four of the seven companies allowed us for collecting the data from their 

production plants. These companies have a formal HR department and HR practices/policies are also being 

delegated to the line managers. 

  

The primary data was collected from permanent employees and their supervisors/ line managers through self 

administrative survey. For this purpose, two separate questionnaires were designed. The first questionnaire 

was designed for permanent employees of the organizations and the second questionnaire was designed for 

supervisors/ line manager. Before launching full scale survey, a pilot study was conducted to affirm the 

language and relevancy of the measures utilized in both the instruments. This pilot study was conducted 

among four line managers and eight employees (not included in the final survey) of responding companies. 

Upon their feed-back and suggestions, one item has been customized in second instrument. Apart from this 

minor change, there was no ambiguity in understanding of any item in both the instruments.  

 

The final versions of both the questionnaires were then emailed to all permanent employees and their 

supervisors/ line managers by the HR department of each company. The support provided by HR 

representatives of each company proved very useful in generating positive responses from respondents. After 

one week of online distribution of the survey questionnaires, we received small number of responses. Then 

follow up email was sent by the HR representative of each company to remaining employees and supervisors. 

Finally, the researcher physically visited to collect the questionnaires from remaining employees and their 

supervisors. This follow up process has been continued for about two months.   

 

We distributed the questionnaires to 500 employees, 125 supervisors (planned sample), and obtained usable 

and fully completed questionnaires from 200 employees and 82 supervisors (actual sample), this yields a 

response rate of 40% for permanent employees and about 66% for supervisors. The overall response rate is 

40%.  

 

3.2 Measurement  

 

3.2.1 HR Implementation Level 

 

In SHRM, the line manager’s have got much popularity in implementation of HR practices at workplace as 

most of HR activities have been devolved through line management (Conway & Monks, 2010; Maxwell & 

Watson, 2006). But the level of their implementation may be different for various HR activities. The present 

study measured the level of their HR implementation in 11 HR activities/practices. This kind of practice has 

been done previously by Guest and Conway (2011) who measured the HR effectiveness through 9 HR 

practices by comparing the perceptions of line managers with HR managers. We used eleven HR activities to 

measure the HR implementation level.  

  

The Sample HR activities are “Job analysis and redesign” and “Information sharing of HR policies”. These 

activities were measured through four categories (category 1= sole HRM, category 2= HRM in consultation 

with supervisors, category 3= supervisors in consultation with HRM, category 4= sole supervisor). Keeping in 

view the implementation of these practices in the organizations, the line managers and HR managers were 

asked to choose the most appropriate (only one) category for each activity.   
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3.2.2 Work Performance 

 

Based on the prior research, the work units’ performance was assessed using seven performance criteria's. Five 

items were modified from Liden et al. (2006), one question was modified from Bernardin (2003) and one item 

was modified from Hung et al. (2011). The sample items include “My department completes the tasks on time” 

and “Overall performance of my department has improved”. These 7 items were measured on 5-point Likert 

scale ranged from 1 (strongly disagree) to 5 (strongly agree). The line managers or supervisors were asked to 

assess the performance of their work units.  

 

3.2.3 Employee Outcomes 

 

Affective commitment was measured by adopting 6-item scale of Meyer and Allen (1997). In the scale one 

item is reverse coded. We have used these items without any further customization. The sample item includes 

“I really feel as if this organization’s problems are my own”. All items were measured on a 5-point scale 

ranging from 1 (not at all true) to 5 (absolutely true). The assessment of all items was made through permanent 

employees of the organizations.  

 

Job Satisfaction was evaluated by employing 3-item scale of Cammann et al. (1979).  One of the items is 

reverse coded. These items were utilized without any further customization. The sample item includes “All in 

all, I am satisfied with my job”. All items were scored on a 5-point scale that has a range from 1= not at all 

true to 5= absolutely true. The job satisfaction was measured through permanent employees. 

 

Turnover Intention was scored by utilizing 4-item scale of Tett and Meyer (1993). One item in the scale was 

negatively worded. We used the original items without any modification. The sample item includes “I am 

always on the look-out for a better job”. A 5-point scale was used to assess the items ranging from 1 to 5, 1 

means not at all true and 5 means absolutely true. The respondents were permanent employees of the 

organizations. 

 

3.3 Data Analysis  

 

The primary data is aggregated at individuals’ unit of analysis. For analyzing the data, we utilize SPSS 22 and 

AMOS 20. The scale reliability is measured using Cronbach’s. The usual descriptive statistics and cross 

tabulations are also utilized. We estimated Pearson bi-variate correlations to analyze the initial support for the 

hypothesized relations. For hypotheses testing, we employed SPSS process macros (Hayes, 2013). To estimate 

the indirect effects the bootstrapping method is utilized for testing multiple mediators simultaneously. 

Preacher and Hayes’ (2008) SPSS process macros. These process macros allow the testing of multiple 

mediators simultaneously. Furthermore, the whole model is also tested through path analysis using AMOS 

software.  

 

4. Results  
 

The collected data is initially screened for missing values and outliers for ensuring its significance and 

readiness for further analysis. Then, all the variables are evaluated for data normality using Kolmogorov-

Smirnov test and Shapiro-Wilk test. The results yield that all values are within acceptable range which 

confirms the normality condition of data.  

 

4.1 Descriptive Statistics and Correlations 

 

Table 1 provides detailed description about the sample participants along with the correlation among the 

variables. Of the 200 employees participating in the survey, 96.5% are male; 91.5% are married and their 

mean age in our sample is 33 years. Moreover, the employees of the fertilizing companies are professional and 

highly qualified as the mean value of their formal education is 15.3 years with an average departmental tenure 

of 5.9 years.  

 

Of the 82 line managers, majority are male (98.8%), 87.8% of the line managers are married. In addition, they 

are experienced and mature as their mean age is about 38.1 years. Their average formal education is 15.5 years 

with mean tenure of 7.9 years in current department.  

 

The reliability of all the scales is measured with Cronbach’s Alpha which is more suitable technique for 

measuring internal consistency of items. The results reveal that all the scales are reliable as their Alpha values 
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are greater than the (0.70) minimum acceptable limit. The values of all Alphas are shown along the diagonal in 

parenthesis in Table 1. 

 

The means, standard deviations and correlations among variables is presented in Table 1.  The values of 

standard deviation for all five variables are less than one which means that the properties of all variables are 

normally distributed among employees and line managers.  

 

The correlation analysis provides the initial support for proposed hypotheses. The results reveal that HR 

implementation level is significantly positively correlated with work performance (coefficient = 0.313, p < 

0.01), affective commitment (coefficient = 0.281, p < 0.01) and job satisfaction (coefficient = 0.214, p < 0.01) 

which lends initial support to hypotheses H1, H2 and H3. Moreover, the HR implementation level has 

significant negative relationship with turnover intention (coefficient = 0-.253, p < 0.01) which is as per 

expectations. Thus, the hypothesis 4 is also supported by our data. 

 

Discriminant validity and multicollinearity assumptions are confirmed by observing the correlation 

coefficients of all five variables. The values of all these correlation coefficients are below 1 and are less than 

threshold value of 0.75 (Kline, 1998) which confirm that all five variables are distinct from each other and 

rules out the possibility of multicollinearity (Montgomery et al., 2009).  

 

Table 1: Descriptive Statistics and Correlation Matrix 

Variables Mean SD 1 2 3 4 5 

1. HRIL 2.99 0.59 (0.81) 
   

 

2. Affective Commitment 4.15 0.69 0.281** (0.74) 
  

 

3. Job Satisfaction 4.18 0.68 0.214** 0.587** (0.72) 
 

 

4. Turnover Intention 1.98 0.72 -0.253** -0.518** -0.517** (0.90)  

5. Work Performance 4.18 0.55 0.313** 0.579** 0.571** -0.488** (0.75) 

         Notes: HRIL= HR implementation level; Alpha values are along the diagonal in parenthesis. 

      ** p < 0.01 

 

4.2 Hypotheses Testing 

 

We test our hypotheses utilizing Hayes’ process macros for SPSS (Hayes, 2013).  It can be observed from 

Table 2 that HR implementation level significantly positively affects work performance (coefficient = 0.290, p 

<0.01).  This result lends support to the theory that the performance of work units is enhanced when more of 

HR practices are implemented by their line managers. Thus hypothesis 1 is strongly supported.  The second 

hypothesis is amongst the HR implementation level and affective commitment. The process macros results 

reveal that line managers HR implementation level significantly positively influence the affective commitment 

of employees (coefficient = 0.326, p <0.01).  Therefore, H2 is fully supported.  Hypothesis 3 predicts that when 

more of HR practices are implemented by organizational line managers their implementation level seems 

likely to be high which in turn enhance employee’s job satisfaction. The results show that HR implementation 

level has significant positive effect on job satisfaction (coefficient = 0.247, p <0.01). Thus hypothesis 3 is 

supported.  The fourth hypothesis is between HR implementation level and turnover intention. The results 

show that the HR implementation level significantly and negatively affects employee’s turnover intention 

(coefficient = -0.466, p <0.01). This empirical evidence justifies the stud’s claim that employees feel 

supported form elevated level of line managers HR implementation and reciprocate by way of lower turnover 

intention. Therefore, H4 is fully supported. 

 

Before testing the mediation, we also fulfilled the conditions of Baron and Kenny (1986). Hypothesis 1 fulfills 

the first condition of significant relationship of independent variable (HR implementation level) with 

dependent variable (work performance). Then, Hypotheses H2, H3 and H4 fulfill the second condition of 

significant relationship of independent variable (HR implementation level) with mediators (affective 

commitment, job satisfaction and turnover intention). To fulfill the third condition of significant relationship 

of mediators with dependent variable, we also tested these relationships which are not part of our hypotheses. 

The results reveal that affective commitment (coefficient = 0.233, p <0.01), job satisfaction (coefficient =    

0.235, p <0.01) have significant positive association with work performance and turnover intention has 

significant negative relationship with work performance (coefficient = -0.077, p <0.05). These results are also 

as per theoretical expectations.     
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Table 2: Process Macros Results  

Hypothesis Path of Variable Coefficient 

95% confidence 

interval for 

estimate (lower 

to upper limit) 

Direct Effect 

H1 HRIL                 Work Performance 0.290** 0.167 to 0.413 

H2 HRIL                 Affective Commitment 0.326** 0.170 to 0.482 

H3 HRIL                 Job Satisfaction 0.247** 0.089 to 0.405 

H4 HRIL                 Turnover Intention -0.466** -0.715 to -0.216 

Indirect Effect 

H5 

HRIL            Work Performance via AC 0.076** 0.028 to 0.162 

HRIL             Work Performance via JS 0.058* 0.018 to 0.128 

HRIL             Work Performance via TOI 0.036* 0.012 to 0.112 

        Notes: *p < 0.05; **p < 0.01; HRIL = HR implementation level;  

           AC = Affective commitment; JS = Job satisfaction; TOI = Turnover intention 

   

4.3 Mediation  

 

The indirect effect of HR implementation effectiveness on work performance via employee outcomes 

(affective commitment, job satisfaction and turnover intention) is estimated with bootstrapping analyses 

(Hayes, 2013). To test the significance of indirect effect, 5000 bootstrap samples are applied. According to 

preacher and Hayes (2004) mediation is supported and indirect effects are significant if confidence interval 

does not contain zero.  As shown in Table 2, the results indicate that indirect effects from HR implementation 

level to work performance via affective commitment (effect = 0.076, p < 0.01; 95% CI [0.028, 0.162]), job 

satisfaction (effect = 0.058, p < 0.05; 95% CI [0.018, 0.128]), and turnover intention (effect = 0.036, p < 0.05; 

95% CI [0.012, 0.112]) are significant. Thus, hypothesis H5 is fully supported.    

 

 Moreover, for conclusive inference about the direct and indirect effects we also tested the hypothesized model 

in path analysis using AMOS. We again find full support for all hypothesized relationships. The direct and 

indirect effects and their significance have been presented in Figure 2. Some additional paths (not 

hypothesized) are also tested which are represented with dotted lines.  

 

 

5. Discussion    

 

The study aimed to examine the critical role of HR implementation in stimulating employees and their work 

outcomes. It is tried to unravel the complexity of HR-performance debate by adding employee outcomes 

(affective commitment, job satisfaction and turnover intention) to the causal chain from HR to the 

performance. More specifically, the study empirically investigates the consequences of HR implementation 

level on work performance and employee outcomes. Furthermore, the mediating role of employee outcomes is 

investigated between HR implementation level and work performance. Before discussing the results let us 

highlight some points that may further elaborate our efforts to enhance the reliability of hypothetic results.     

 

It is important to address the method biases issue to boost the quality of primary research (Podsakoff et al., 

2012). For that purpose, the present study utilizes the multiple informants approach as single informants that 

may become a source of biased information.  The independent variable (HR implementation level) and work 

performance is rated by the supervisors or line managers while the mediating variables are assessed by 

employees. To judge the real feelings of the respondents the researcher also designs the questionnaires with 

unique formats and dissimilar anchoring categories. Now, in the subsequent paragraphs the hypothetic results 

are discussed.  

    

 

 



9 

 

 
 

 

The findings of first hypothesis reveal that HR implementation level positively affects the work performance. 

This result lends support to the theoretical assumption that the performance of work units is enhanced when 

more of HR practices are implemented by line managers. From the last few decades, the large numbers of 

researches have investigated the relationship between HRM and performance. However, very little 

consideration was paid towards the HRM implementation. Recently, some studies put their emphasis on line 

manager’s role in implementing HRM and investigate its impact on performance (Azmi & Mushtaq, 2015; 

Chow, 2012; Vermeeren, 2014).  The significance of HR implementation level (the extent of organization's 

HR practices that are implemented by each line manager) has been greatly acknowledged in academic research 

(Sikora & Ferris, 2011 & 14) but likely empirically investigated for predicting the group performance. This 

study has extended the implementation research not only from measurement perspective of HR 

implementation level but also empirically tested its relationship with performance of work units.  

 

The results of second hypothesis find full support for positive role of HR implementation level for employee’s 

affective commitment. It reveals that when line managers choose to use more of HR practices at work floor, 

employees feel supportive and subsequently their affective commitment is enhanced. This result is consistent 

with the notion that the HR practices positively affect employees’ attitude (Combs et al., 2006). This finding is 

also consistent with results of Kuvaas et al. (2014) who also found positive association between perceived 

supervisor support and employees’ affective commitment.  They further argued that the HR implementation by 

line managers give employee’s a sense that they are being supported by their supervisors which enhances their 

commitment with the organization. The outcome of hypothesis three which states that HR implementation 

level positively related to the job satisfaction is supported by our data. This is as per expectations that when 

more of HR practices are implemented by line, the employee’s job satisfaction will rise.  

 

The fourth hypothesis result reveals negative influence of HR implementation level on turnover intention of 

employees. This result is as per the theoretical foundation of Sikora and Ferris (2014) who believe that when 

more of HR practices are implemented by organizational line managers, employees feel supportive from their 
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supervisors which negatively influences their turnover intention. This result is also consistent with the 

previous research efforts (Macky & Boxall, 2008; Richard & Johnson, 2001) where scholars found that the 

effectiveness of HR practices significantly reduces employees’ turnover intention. The result of fifth 

hypothesis provides full support for mediating role of employee outcomes between HR implementation level 

and work performance. This finding is as per theoretical assumption of social exchange theory that line 

managers’ effective HR implementation provides employees a sense that they are being valued and supportive 

which enhances their affective commitment, job satisfaction and reduces their turnover intention; as a result 

they reciprocate towards high work performance.  

 

This study makes contributions to SHRM literature by several ways which are discussed in turn. First, it 

enriches the SHRM literature by managing the issues regarding implementation of HR practices. In 

organizations, line managers are reluctant to consistently implement the HR practices due to the reason that 

they can’t perceive either these practices are beneficial or not (McGovern et al., 1997). This study suggests 

that the line manager should implement those HR practices which are directly related to the needs of the 

employees and organization. Second, it contributes by fulfilling the need to move beyond the organizational 

level (Vermeeren, 2014) i.e. groups, where HRM is constantly implemented by line managers. Third, it 

contributes by exploring new relationships of HR implementation level with three employee outcomes and 

work performance. To the best of our knowledge, these relationships have not yet empirically investigated. 

Recently, Sikora and Ferris, (2014) has theoretically proposed HR implementation level as a predictor of 

employee attitudes and behaviors; we provide empirical support for the aforesaid relationships. Finally, this 

study unlocks the black box between HRM and performance relationship by adding employee outcomes 

(affective commitment, job satisfaction and turnover intention) as a mediating variable between HR 

implementation level and work performance. By addressing the research calls to unravel the complexity of 

HRM-performance debate this study tries to fill the research gap by adding new mechanism to the causal 

chain. 

 

5.1 Implications 

 

Theoretically current study empirically tests a theoretical model that open new research avenues for academia. 

By providing intervening mechanism between HR implementation level and work performance, we provide 

better insight to unravel the complexity of HRM-performance relationship which will help the scholars to 

advance the SHRM research. It will also help HR policy makers to form the strategies that may focus on 

employees’ attitudes and behaviors along with its implementation to enhance group level performance.                 

 

 Apart from theoretical implications, this study also has implications for practitioners. Our measurement effort 

for HR implementation level through various HR practices/activities will help the HR specialists to develop 

high quality practices that may help to raise the level of line managers’ HR implementation. The empirical 

findings of theoretical model reveal that line managers’ elevated level of HR implementation is important to 

enhance employees as well as work units’ outcomes. To improve groups and consequently firm performance, 

the HR practitioner should also pay attention to employees’ outcomes along with line managers HR 

implementation.  

 

5.2 Limitations and Directions 

 

Though, this study makes numerous contributions to the SHRM literature but still it is not free from 

limitations. First, the context specific sample lays a limitation in the generalizability of research findings. 

Although we collected data from four different organizations of fertilizer sector in Pakistan, but still results 

cannot be generalized to all other sectors (such as service sector). Future research may be conducted by 

focusing on both manufacturing and service sectors. Second, the data collected at one point of time (cross-

sectional) may suffer some response biases. The future research may focus on longitudinal design to assess the 

significance of line managers HR implementation level at various point of times.  Third, we measure the line 

managers’ HR implementation level with different HR practices/ activities that may affect its variation on 

other variables of interest. In future, the measurement scale may be developed to measure the HR 

implementation level.  Fourth, the multilevel data (individuals and groups) analyzed at single level may suffer 

potential methodological problem. However, some studies in the field have suggested multilevel analysis 

(Liao et al., 2009; Takeuchi et al., 2009). The future research may further analyze the data using multilevel 

data analysis software such as “Mplus”. Finally, to unravel the black box, we investigate the mediating 

mechanism of only three employee outcomes (affective commitment, job satisfaction and turnover intention). 

The future research may include some other behaviors as a mediating mechanism between HR implementation 

level and other performance level outcomes.  
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5.3 Conclusion 

 

This study extends the SHRM research by unraveling the complexity of HRM-performance black box. By 

adding employee outcomes (affective commitment, job satisfaction and turnover intention) as a mediator 

between HR implementation level and work performance we fill the research gap and provide a new 

mechanism to the causal chain from HR to performance. To understand and advance HRM-Performance 

linkage debate, this study empirically test hypothesized relations. The findings suggest that line managers’ 

high level of HR implementation enhances work unit performance, employees’ affective commitment, job 

satisfaction and reduces employees’ turnover. Employing social exchange theory, we empirically find that line 

managers’ high level of HR implementation enhances work unit performance through employees’ outcomes. 

This finding provides new insight to HR policy makers that they should focus on employees’ outcomes along 

with line managers HR implementation which would be helpful to enhance the groups and subsequently firm 

performance.  
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