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Abstract

The purpose of this paper is to establish whether there is a difference in the use of high-performance practices as 
conceived by human resources managers (as responsible for their implementation) and how these practices are 
perceived by employees. Starting with a description of the high-performance practices within the Human Resources 
Management, we proceed to review the most common classifications and conclude with the proposal of a measurement 
scale to be applied in the business sector of the city of Bucaramanga in Colombia, where 50 SMEs and 651 employees 
participate. For the validation of the instrument, a confirmatory factor analysis was carried out to demonstrate its 
good psychometric properties and the information was analyzed by means of descriptive statistics. The results show 
that there are differences in the perception of employees and the implementation of managers in some practices, 
such as retribution and training. Finally, we conclude with the need to continue making a distinction between 
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the practices applied by management (intentional) 
and those that are experienced by the individuals 
of an organization (perceived), with the purpose of 
strengthening the human resources systems that lead 
to achieve the proposed objectives through positive 
attitudes on the part of the collaborators.

Keywords: High-performance practices; Intentional 
practices; Perceived practices; Human resources 

management; SMEs.

Resumen

Este trabajo tiene como propósito establecer si existe 
diferencia en el uso de las prácticas de alto rendimiento 
tal y como las conciben los directores de recursos 
humanos como responsables de su implantación y 
cómo estas prácticas son percibidas por los empleados. 
A partir de una descripción de las prácticas de alto 
rendimiento dentro de la Dirección de Recursos 
Humanos, se procede a revisar las clasificaciones más 
habituales y se concluye con la propuesta de una escala 
de medida que se aplica en el sector empresarial de la 
ciudad de Bucaramanga en Colombia, donde participan 
50 Pymes y 651 empleados. Para la validación 
del instrumento se realiza un análisis factorial 
confirmatorio que permite evidenciar sus buenas 
propiedades psicométricas y se procede a analizar la 
información a través de estadística descriptiva. Los 
resultados muestran que existen diferencias en la 
percepción de los empleados y la implementación de 
directivos en algunas prácticas como retribución y 
formación. Finalmente, se concluye con la necesidad de 
continuar haciendo una distinción entre las prácticas 
aplicadas por la dirección (intencionadas) y las que son 
experimentadas por los individuos de una organización 
(percibidas), con el propósito de fortalecer los sistemas 
de recursos humanos que conlleven a alcanzar los 
objetivos propuestos a través de actitudes positivas por 
parte de los colaboradores. 

Palabras Clave: Prácticas de alto rendimiento; 
Prácticas intencionadas; Prácticas percibidas; 

Dirección de recursos humanos; Pymes.

1.Introduction 
For decades, human resources (HR) 

research has been led under the strategic 
approach that highlights the value of 
its function within the organization. Its 
contribution has been directed towards 
the implementation of practices that allow 
improving the performance of companies 
(Kaushik and Mukherjee, 2021). Although 
there has been disagreement on the type and 
number of practices that should be taken into 
account by the organization (Miao, Bozionelos, 
Zhou, and Newman, 2021), a consensus has 

been reached on giving more importance to 
human resources systems than to individual 
practices (Boom, Den Hartog, and Lepak, 
2019).

In this sense, the HR system composed 
of high-performance work practices (HPWP) 
could better explain the effects that such 
practices have on individuals, considering 
that employees are simultaneously exposed 
to several practices and the effects that 
occur will depend on the synergy between 
these (Boom et al. 2019).

The impact of HPWPs on organizational 
performance may be the result of the 
reciprocal relationship between employee and 
employer, i.e. individuals feel that, through 
the practices, the organization cares about 
their development and well-being and, thus, 
seeks through their efforts to contribute to 
the achievement of the company’s objectives 
(Rhee, Oh, and Yu, 2018). However, the 
literature has exposed that such practices 
are not perceived as employees should, and 
their design and implementation by HR 
managers or managers has been conditioned 
by their own interests (Baluch, 2017; Ali, Lei, 
Freeman, and Munuwar Khan, 2019).

In line with these arguments, it has 
been possible to evidence the growing 
interest in determining the differences that 
exist between the practices perceived by 
employees and those being implemented 
by HR managers (Khilji and Wang, 2006; 
Baluch, 2017). In this case, as Xi, Chen, and 
Zhao, (2019) states, the effectiveness of such 
practices depends on the degree to which 
a company’s employees can perceive or 
experience them.

Along the same lines, authors such as 
Khilji and Wang (2006) argue that it is 
necessary to explore the heterogeneity of the 
implementation of practices in organizations, 
i.e. to take information from both management 
and employees and thus be able to study the 
gap between the two. Likewise, Macky and 
Boxall (2007) suggest that it is possible that 
employees may have different perceptions 
about the scope of human resources practices 
and that, therefore, one should not rely on a 
single informant in the organization who has 
almost always been the one who occupies a 
managerial level. To these arguments, recent 
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research has offered empirical evidence 
showing that the way in which HPWPs are 
implemented in the organization could affect 
the perception that employees attribute 
to them (Ali et al. 2019; Xi et al. 2019). For 
example, Yiang Zhu and Bambacas (2018) 
found in their research that managers 
and employees have different perceptions 
of HPWPs being adopted in organizations 
located in China.

Taking these arguments into consideration, 
the purpose of this study is to establish 
whether there are differences between the 
perception that employees have of the HPWPs 
executed in the organization (perceived 
HPWPs) and the high-performance practices 
that HR managers claim to be implementing 
(intentional HPWPs). In other words, the aim 
is to validate whether there are discrepancies 
in the intention with which HPWPs are 
carried out and the perception attributed to 
them by individuals.

In accordance with this objective, this 
research aims to contribute in two areas. The 
first, from the academic environment, where 
it is necessary to advance in the construction 
of analyses based on results in Latin 
American business contexts, in addition to 
the presentation of a measurement scale with 
good psychometric properties. The second, 
in the business environment, where the need 
to strengthen human resources management 
through the distinction, consistency and 
consensus of high-performance practices is 
evident (Baluch, 2017).

For the development of this study, 
information was collected in 50 SMEs in 
Bucaramanga and its metropolitan area, 
where at least 10 of their employees answered 
the questions of the instrument, as well as the 
HR director. The study is empirical in nature 
and initially included a confirmatory factor 
analysis (CFA) in which the validity of the 
instrument was verified, and subsequently, 
a descriptive analysis was performed in 
which the gap between the information 
from HR directors and the information from 
employees was verified.

The structure of the paper begins by 
presenting a conceptualization of HPWPs, 
going through different classifications, and 
concluding with a measurement proposal, 

based on the literature. Then, the methodology 
used is explained, where a characterization 
of the selected companies and the sample 
is presented. Subsequently, the results of 
the research are presented, showing the 
differences between the HPWPs that HR 
managers claim to implement and the HPWPs 
perceived by employees. Finally, conclusions 
are drawn from the findings obtained that 
contribute to generate a contribution to the 
area of study from the Colombian business 
context.

2. Literature review 

2.1. Conceptualization of high-
performance practices

HPWPs originated in the 1990s as part of 
the Strategic Human Resources Management 
trend that sought to align management 
functions and activities in this area with 
the organization’s strategy (Kaushik and 
Mukherjee, 2021). In the literature, HPWPs 
can be identified as high-performance work 
systems, high involvement work systems and 
high commitment management, among others 
(Raineri, 2017). However, and regardless of 
the term used, among these denominations 
there is a common aspect related to obtaining 
a better performance of the company when 
they are used together forming a system and 
promoting through them, the development of 
skills and capabilities in employees (Kaushik 
and Mukherjee, 2021).

The definition of HPWP has been offered 
by various authors. For example, Evans 
and Davis (2015) conceptualize them as 
an integrated system of human resources 
practices that are internally consistent 
(alignment between the same practices) 
and externally consistent (alignment with 
organizational strategy). In the same line 
and under a more recent contribution, Haar, 
O`Kane, and Daellenbach (2021) define them 
as those practices capable of developing 
a superior workforce that contributes to 
enhance knowledge, skills and capabilities in 
employees, making a difference in the market 
competitors. 

The interest aroused by this set of practices 
in the human resources area is originated by 
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a growing number of researchers who agree 
with the positive effects of including HPWPs 
to improve company results (Arthur, 1994; 
Delaney and Huselid, 1996; Kloutsiniotis, 
Katou, and Mihail. 2021; Haar et al. 2021; Sun 
and Mamman, 2021). Thus, different research 
has been conducted to determine the impact 
of HPWPs on variables such as performance 
(Raineri, 2017), innovation (Haar et al. 2021) 
and affective commitment (Para-Gonzalez, 
Jiménez-Jiménez, and Martínez-Lorente, 2019), 
in addition to recognizing that there is a 
crucial distinction between the intention with 
which HPWPs are carried out by managers 
and the perception that employees attribute 
to the implementation (Ma, Gong, Long, and 
Zhang, 2021).

2.2. Classification and measurement of 
high-performance practices

Several proposals have been put forward 
by authors to classify HPWPs. However, there 
remains the absence of a commonly accepted 
classification, which would allow comparative 
studies based on the results obtained 
(Miao et al. 2021). In this sense, a review of 
representative proposals in the literature 
that facilitate the operationalization of the 
concept is presented below.

For Arthur (1994), HPWPs are classified 
into two dimensions called control and 
commitment, which could shape the attitudes 
and behaviors of individuals at work. Huselid 
(1995) argues that the HPWPs adopted by 
an organization should be aligned with the 
aspects that are expected to have a positive 
impact on the employee. Thus, his proposal is 
based on two aspects: the employee’s skills 
with the organizational structure; and the 
employee’s motivation. 

In the same year, McDuffie (1995) argued 
that the inclusion of human resource 
practices could contribute to improving 
an organization’s economic performance 
through the incorporation of the following 
practices: work teams, problem-solving group, 
participation, rotation, decentralization, 
recruitment and hiring, compensation, 
status differentiation, learning and 
training. Meanwhile, for Delery and Doty 
(1996) HPWPs can be appropriated by the 
organization as a market-type system that 

focuses on recruiting personnel from outside 
the organization and as an internal system, 
oriented to an extensive socialization of 
activities among the company’s internal 
personnel. Some of these practices are: career 
opportunities, training, results orientation, 
profit sharing, job security, participation and 
job descriptions. 

Similarly, Pfeffer (1994;1998) argues that 
human resources practices contribute to 
the development of a competitive advantage 
through the management of workers’ 
capabilities and commitment. This author’s 
proposal indicates seven practices which 
are: job stability, contracting, retribution, 
communication, self-directed teams, training 
and status reduction. According to Camps and 
Luna-Arocas (2012), this HPWP classification 
enjoys great academic recognition and in 
addition, they have been strongly referenced 
in the literature (Marchington and Grugulis, 
2000; Pascual, 2013; Pascual and Comeche, 
2015) due to their internal consistency and 
findings that provide general support in the 
effectiveness of the implementation of the 7 
practices in organizations (Luna-Arocas and 
Camps, 2008).

Among the most recent classifications is the 
one presented by Para-González et al. (2019), 
who argue that proactive organizations link 
HPWPs with their business strategy and, in 
this way, mobilize the capacity of individuals 
towards the company’s objectives. Some 
of these practices are: selection, training, 
performance evaluation and compensation. 

Similarly, Miao et al. (2021) argue that the 
components of HPWPs operate in synergy 
and therefore, the effect they will have 
within the organization will be characterized 
by efficiency and will be related to positive 
attitudes on the part of employees. Some 
of the practices used in this study were: 
extensive training, empowerment, results-
oriented performance evaluation, competency 
management, employee selection, information 
sharing and reward management.

On the other hand, when it comes to 
measuring HPWP, the researcher is faced 
with two major decisions. On the one hand, 
what to measure, i.e., which practices are 
considered HPWPs, and, on the other hand, 
how to measure these practices. Regarding 

https://doi.org/10.25100/cdea.v37i69.10682 
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the first decision, the approach followed 
by most authors to measure HPWPs has 
been to derive the practices from previous 
studies (Macky and Boxall, 2007). In other 
words, researchers have identified practices 
that have been commonly referenced in the 
literature and used them in their studies. 
For example, Camps and Luna-Arocas (2012) 
carried out an analysis based on selected 
research and chose to group practices 
following the indications of Pfeffer (1998). 
Under this same theoretical orientation, 
Sun and Mamman (2021) made a selection 
of dominant practices in the Chinese and 
Western literature with which they were able 
to pre-validate an instrument to measure 
them in their research in SMEs.

It was also noticeable that some authors 
have resorted to the adaptation of existing 
classifications. For example, Kloutsiniotis 
and Mihail (2017) adapted Delery and Doty’s 
(1996) proposal composed of 7 practices to be 
developed in health care services in Greece 
and in employees of service and manufacturing 
companies in China, respectively. For their 
part, in the research recently developed by 
Takeuchi, Way, and Wei (2018), the authors 
carried out the measurement of practices 
based on nine items from a literature review. 

As can be seen, researchers have not used a 
standard measurement of HPWPs, which has 
led to the existence of a considerable number 
of instruments for their measurement. In 
view of this situation, this paper aims to adapt 
the questionnaire proposed by Camps and 
Luna-Arocas (2012) that contemplates the 
seven HPWPs proposed by Pfeffer (1998) and 
that, when applied, could contribute to what 
has been done to date. To this end, previous 
studies developed by the authors (Camps 
and Luna-Arocas 2008; 2009) were analyzed 
and the applicability in other research 
was reviewed (Pascual, 2013; Pascual and 
Comeche, 2015).

Now that the set of HPWPs to be measured 
has been agreed upon, it is time to address the 
second major decision, which corresponds to 
how to measure them. In accordance with the 
way in which HPWPs have been measured, 
most research has obtained information from 
managers. Several criticisms have been made 
of the need to include not only the response of 
HR managers, but also the perception of HR 

management. The need to include not only 
the response of HR managers, but also the 
workforce’s perception of the use of HPWPs 
in organizations, has been criticized. For 
Riaz, Townsend and Woods (2020), employee 
perceptions are very important because 
they give meaning to the HR system and, 
therefore, they should be able to translate 
the message that managers want to convey 
through the implementation of HPWPs. To 
this, Xi et al. (2019) argue that several studies 
have documented that HPWPs that have 
been reported by employees tend to present 
a lower valuation than that reported by HR 
managers or directors. This could be a result 
of a limited working relationship, in addition 
to weak consistency and coherence in HR 
systems that has contributed to variation in 
the interpretation and application of HPWPs 
by managers and employees (Baluch, 2017). 
In this same sense, for Mierlo, Bondarouk, 
and Sanders (2018) the perception gaps 
between the different actors that make up the 
organization may occur because managers 
have other objectives, which may lead them 
to understand the practices differently from 
what they were designed for. 

Based on these arguments, it is important 
not only to measure HPWPs under a scale 
that promotes the comparison of results to 
generate a contribution to the area of study, 
but also to perform an analysis based on the 
response of individuals and managers in order 
to establish the differences that may exist in 
the perception of their implementation. 

3.Methodology

3.1. Sample and data collection 
The scope of this research was descriptive 

and cross-sectional. The information was 
analyzed under a quantitative approach 
using descriptive statistics to establish the 
gap obtained between the HPWPs perceived 
by employees and the intention of managers 
when implementing them (intentional 
HPWPs). 

For the selection of the sample, the business 
information registered in the Chamber of 
Commerce of Bucaramanga is taken as a 
basis, which for the year 2017 reported a 
total of 21,931 SMEs. Due to the difficulty of 
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approaching this large number of companies, 
it was decided to use a convenience 
sampling taking those companies that had a 
representative number of employees (more 
than 10) and in which the research team had 
some contact to conduct the study.

Table 1 below presents the characteristics 
of the empirical study.

A total of 50 companies participated in 
the study, with a minimum of 10 employees 
surveyed in each of them. The 601 employees 
and the 50 HR managers of these companies 
were characterized. The profile of the 
workers who responded to the questionnaire 
was made up in greater proportion -45.26%- 
by people between 26 and 35 years of age. 
Slightly more than half -56.07%- were 
women, and 47.09% of those surveyed said 
they were single. A total of 44.42% said they 
had children and 3 out of 10 had college 
education. In addition, 38.60% of those 
interviewed stated that they had been with 
the organization for between 1 and 3 years. 
For their part, 42% of the HR managers who 
participated in this research were between 
26 and 35 years old. Approximately 3 out of 
4 of those interviewed were women. Sixty-
two percent of those interviewed said they 
were married. Sixty-six percent said they 
had children, 52% had a specialist level of 
education and 30% had been working for the 
organization for between 1 and 3 years.

The data collection process was carried 
out in those companies that, after receiving 
the letter with the presentation of the 
purpose of the study, agreed to participate in 
it. The collection was carried out through two 
methods: face-to-face and virtual through a 
link.

3.2. Instrument for measuring high-
performance practices

Following the indications of some authors 
(Khilji and Wang, 2006; Macky and Boxall 
2007; Xi et al. 2019; Ali et al. 2019; Riaz et 
al. 2020) who argue that, in the analysis 
of HPWP use, both the worker and the HR 
manager should be included, it was decided 
to collect information from two primary 
sources, taking the same instrument for both 
cases. The first source was the employees of 
the organization and in this case the HPWPs 
were called “Perceived HPWPs” and the 
second source was the HR managers whose 
results were called “Intentional HPWPs”.

The instrument used was adapted from the 
proposal made by Camps and Luna-Arocas 
(2012) with a total of 21 questions (example: 
One of the company’s values is stability; 
The company has objectively and clearly 
defined job profiles, etc.), using a 7-point 
Likert response scale, with 1 being “never” 
and 7 being “always”. Additionally, other 

Table 1. Characteristics of the empirical study

Aspects Empirical study

Universe Employees in companies with more than 10 workers

Unit of analysis of the independent variable
HPWP Perceived - Individuals (employees)

HPWP Intentional - Organization (HR Director)

Geographic scope Colombia (Bucaramanga)

Type of sampling For convenience

Data collection period April-June 2018

Information collection instrument Questionnaire

Sample size 651 individuals, belonging to 50 organizations

Source: Authors’ own elaboration.

https://doi.org/10.25100/cdea.v37i69.10682 
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demographic questions were asked, such as 
age, gender, marital status, among others, to 
characterize the sample.

4. Results

4.1. Validity and reliability of the 
instrument 

The reliability and validity of the 
questionnaire used in an investigation 
are quality indexes of a study. In this 
case, reliability was determined through 
Cronbach’s alpha, obtaining 0.958, which is 
considered acceptable within the established 
values. On the other hand, the validity of 
the instrument was determined, as Camps 
and Luna-Arocas (2012) did, through a 
confirmatory factor analysis (CFA) that 
allowed a check of the dimensions of the 
HPWP measurement scale using the AMOS 
statistical package version 22. Some of the 
most commonly used indexes to evaluate 
the fit of the model, according to Escobedo, 
Hernández, Estebané, and Martínez (2016) 
are: RMSEA (< 0.05), p-value (0.05), Chi-
square (2 to 3 degrees of freedom and with 
limits up to 5) and the RMR (root mean 
square error) that measures the variances 
and covariances of the sample. Table 2 shows 
the fit indices obtained through the CFA that 
verify that the scale is valid, i.e., that the 
items that comprise it measure the construct 
called HPWP. In this case, the p-value is 0.00 
and the RMSEA is 0.049, with values less 
than 0.05 being acceptable. The CFI is 0.774, 
considered acceptable considering that the 
chi-square over the degrees of freedom is 
located between values 2 and 3. In addition, 
the RMR is 0.219, a number close to 0, which 
can be considered a good fit. In the words 
of Morata-Ramírez, Holgado-Tello, Barbero-
García, and Méndez (2015), it can be used 
to measure the construct through such an 
instrument if the model presents an adequate 
fit through these indices.

Similarly, Figure 1 shows the factor 
loadings of the indicators that make up the 
HPWP concept and that show the correlation 
between them. For this case, they all exceed 
0.7 which corresponds to the cross-correlation 
index obtained, ECVI 0.871, expressed by 
Escobedo et al. (2016), who argues that the 
closer to one the higher the correlation. 

4.2. Descriptive results 
As mentioned above, the sample of this 

study was comprised of 601 employees and 
50 human resources managers from different 
economic sectors, which contributed to the 
fact that, through descriptive statistics 
techniques, the gap was established between 
the responses offered by the employees 
(Perceived HPW) and those of HR directors 
(Intentional HPWP). Next, the characterization 
of sample c is presented, where it can be seen 
that the majority of participating companies 
were from the commercial sector with 22% 
and the transport sector with 20%.

Table 4 shows that almost all practices 
have a mean close to 5, in the case of the 
employees’ perception, which in our scale 
corresponds to “frequently” and 6 in the 
case of the managers’ response, which is the 
Intentional HPWPs and therefore would be 
closer to “almost always”.

On the other hand, it is evident that the 
relative variabilities expressed from the 
coefficient of variation among employees 
are usually greater than among managers, 
which means that the opinion of managers is 
more homogeneous than that of employees. 
However, it is worth noting that the HPWP 
with the lowest mean according to employees 
is that of compensation, but that for managers 
it occupies the third position on the basis of 
the scores from lowest to highest. In other 
words, for an employee, compensation is not 
always in line with what it should be, but the 
manager considers that this is an issue that 
is going well within the organization. 

Table 2. Goodness of fit HPWP

Goodness of fit S-BChi2 g.l. Chi2/g.l p-value IFC NFI RMSEA RMR

HPWP 456,269 176 2,59 0,000 0,774 0,685 0,049 0,219

Source: Authors’ own elaboration.
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Figure 1. Items used to measure high-performance practices

Source: Authors’ own elaboration.

Table 3. Characterization of the sample of companies participating in the study

Business Sectors Frequency Percentage

Health 2 4

Financial 3 6

Tourist 3 6

Administrative 4 8

Industrial 4 8

Construction 6 12

Educational 7 14

Transportation 10 20

Commercial 11 22

Source: Authors’ own elaboration.
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With respect to the Intentional HPWPs, 
it can be seen that the lowest ranked is 
training, while for employees this practice is 
in a middle position, i.e., the manager thinks 
that training could be improved while the 
employee does not consider the training he 
receives to be one of the worst practices (it 
is 5th out of 7).

On the other hand, the HPWP with the 
highest average is communication, both in 
Perceived and Intentional, followed by the 
HPWP of status reduction, which occupies a 
second level for both groups. In short, for both 
employees and managers, actions focused on 
communication and reducing distinctions 
between members of a company contribute 
to generating value for themselves and for 
the organization. 

Given the difference in means observed 
previously, it is worth asking whether 
this difference is statistically significant, 
for which an analysis of the difference in 
independent means has been carried out (see 
Table 5) based on the t-student distribution, 
which shows that the results of employees 
and managers differ significantly with a 
level of significance or probability of Type 
I error of less than 1% (p<0.01). This leads 
us to be able to affirm that the responses of 
both groups are different and, therefore, to 
continue with their analysis.

5. Discussion
The purpose of this study is to determine 

whether there is a difference in the use of 

Table 4. Mean and deviation of the HPWPs

Perceived Intentional

HPWP Mean Standard 
deviation

Coefficient 
Variation Mean Standard 

deviation
Coefficient 
Variation

Job Stability 5,20 1,363 26,21 5,91 1,110 18,78

Contracting 5,12 1,329 25,96 5,95 ,847 14,24

Self-directed teams 5,22 1,346 25,79 5,81 ,972 16,73

Reduction of status 5,38 1,208 22,45 6,02 ,869 14,44

Retribution 5,00 1,476 29,52 5,850 ,860 14,70

Training 5,24 1,400 26,72 5,77 1,033 17,90

Communication 5,40 1,378 25,52 6,090 ,886 14,55

Source: Authors’ own elaboration.

Table 5. Test of equality of means

t-test for Equality of Means

 
t df p-value Significant 

Difference
Error 

difference

95% Confidence Interval 
of the difference

  Inferior Superior

HPWP_Job Stability 3,806 649 ,000 ,7557959 ,1985973 ,3658250 1,1457668

HPWP_ Contracting 4,518 649 ,000 ,8706378 ,1927105 ,4922264 1,2490492

HPWP_Self-managed teams 3,189 649 ,001 ,6275097 ,1967779 ,2411115 1,0139079

HPWP_Reduction_of_status 3,867 649 ,000 ,6805546 ,1760126 ,3349317 1,0261776

HPWP_ Retribution 4,238 649 ,000 ,9093178 ,2145435 ,4880347 1,3306009

HPWP_Training 2,727 649 ,007 ,5592124 ,2050457 ,1565794 ,9618454

HPWP_Communication 3,611 649 ,000 ,7261342 ,2010891 ,3312705 1,1209980

Source: Authors’ own elaboration.
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HPWPs between managers and employees 
of SMEs. According to the results obtained, 
it can be established that the intention to 
use HPWPs obtains a valuation by human 
resources managers very close to value 6, 
which in our scale is equivalent to their use 
being “almost always”, which leads to the 
assumption that, as stated in the literature, 
companies consider that employees 
developed through HPWPs contribute to 
creating profits (Rhee et al. 2018), due to 
the fact that the adoption of these practices 
could be influenced by the type of strategy 
followed by SMEs (Sun and Mamman,2021). 
Regarding some specific practices, such as 
training, it should be recalled that, for Hau-
Siu Chow (2012), these practices affect the 
performance of companies by increasing 
the skills and capabilities of employees, in 
addition to motivating them to perform. 

On the other hand, the findings on HPWPs 
used in this study would confirm what some 
authors say that practices form a “pack”, which 
have to be implemented jointly (Kaushik and 
Mukherjee, 2021) to generate a synergistic 
relationship and thus, improve the skills and 
effort of employees (Huselid,1995). As argued 
by Raineri (2017) HR practices implemented 
in a coherent system have a greater effect on 
organizational outcomes than the sum of the 
individual effects of each practice separately.

Similarly, it was possible to note 
the differences between Perceived and 
Implemented HPWPs, i.e. our study supports 
the literature that says that such a difference 
exists and endorses the importance of 
continuing to make a distinction between 
the practices that a manager claims to 
implement and those that an employee 
perceives (Nishii, Lepak and Schneider, 
2008; Ali et al. 2019), thus following previous 
studies, such as Khilji and Wang (2006) and 
Yiang Zhu and Bambacas (2018), which also 
reported inconsistencies between intended 
and perceived or implemented practices. In 
this sense, it could be mentioned that there 
is a disconnect between what management 
claims to implement in a group of employees 
and the practices actually experienced by 
those individuals.

On the other hand, it is notable that 
the HPWPs analyzed in this research are 
perceived less than what HR managers believe 

they are implementing, which corresponds 
with what is expressed by Xi et al. (2019), 
who argue that most of the empirical studies 
identified in the literature present a lower 
valuation of HPWPs by employees than what 
is reported by managers. 

Among the differences to be highlighted in 
this analysis is compensation, which presents 
one of the most important differences on 
average between employees and managers, 
with HPWP being perceived as lower, while 
managers do not seem to indicate their 
consideration of implementing it in a very 
different way from the rest of the practices. 
For Serrano and Barba (2011), this could be 
explained by the fact that employees do not 
see productivity as a reflection of their salary, 
causing demotivation among them. For the 
authors, this situation could be remedied to 
the extent that it becomes evident that the 
greater the effort, the greater the reward. 
Pfeffer (1994) argues that the level of salaries 
sends a message to the company’s workforce 
as to whether they are really valued or not, 
according to their salary. 

Another striking finding is HPWP training, 
which also has a much higher average 
among managers than among employees, 
but the former place it in last place. Training 
is reflected in actions that develop the 
appropriate skills for individuals to assume 
responsibilities in the performance of 
their position (Pfeffer, 1994), therefore this 
difference in valuation could be indicating 
that, according to managers, it is not 
enough to hire the best, but they must be 
adequately trained so that the useful life of 
their knowledge and skills is durable; on the 
other hand, employees are not perceiving 
this practice as worse implemented than 
the rest, which could mean that they do 
not detect a relevant lack of the necessary 
skills to perform their tasks. A more detailed 
study of this practice would provide valuable 
considerations for the training policy of 
companies.

6. Conclusions
Throughout this paper we have reviewed 

the academic literature on the use of certain 
human resources practices known as HPWP, 
which, when implemented jointly and aligned 

https://doi.org/10.25100/cdea.v37i69.10682 
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with the business strategy, it seems clear that 
they improve the performance of individuals 
and, therefore, of the organization. 
Specifically, significant contributions have 
been made in the area of human resources 
that will contribute to continue researching 
HPWPs to strengthen the relationship 
between the individual and the organization.

In the first place, a scale for measuring 
HPWPs is provided, which has been shown 
to be valid and reliable based on a CFA. In 
addition, the adjustment indexes that are 
favorable for the validity of the instrument in 
empirical studies are obtained, which means 
a contribution for other research carried 
out in SMEs where it is desired to delve 
into the subject. This contribution is added 
to that previously made by authors such as 
Camps and Luna-Arocas (2012), who in their 
eagerness to consolidate an instrument to 
measure HPWPs and subsequently contrast 
the results, verified through their studies 
the contribution made by Pfeffer (1998) and 
validated in other research (Pascual, 2013; 
Pascual and Comeche, 2015).

Secondly, the results obtained show that 
there are statistically significant differences 
between Intentional HPWP and Perceived 
HPWP. In this sense, it is concluded with 
the importance of establishing a human 
resources management philosophy where 
communication between managers and 
employees is integrated to strengthen high 
performance systems and through them, 
improve the perception that individuals have 
about the intention that management has 
when implementing this type of practices 
(Riaz et al. 2020).

With the findings found in this study, it can 
be concluded, as Sun and Mamman (2021), 
that the positive relationship between HPWPs 
and employee outcomes cannot be assumed 
automatically, but that it is necessary to 
continue investigating the perceptions that 
individuals attribute to HPWPs implemented 
by managers, with the purpose of making 
adjustments in their incorporation. This 
supports an interesting future line of research 
that could provide valuable results in the field 
of human resources, especially in SMEs. As 
expressed by Khilji and Wang (2006) and Ali 
et al. (2019), studies aimed at understanding 
how multiple HR practices impact individuals 

are scarce. Most empirical research has 
focused on analyzing a list of practices that 
are implemented, rather than analyzing 
those that are perceived by individuals and 
impact their behavior (Makhecha, Srinivasan, 
Prabhu and Mukherji, 2018).

The above conclusion has important 
implications in the professional field for 
managers in the development of personnel 
policies. As expressed by Baluch (2017), human 
resources systems must be sufficiently robust, 
consistent and achieve consensus among the 
parties so that they do not send ambiguous 
messages and contribute to the company’s 
performance by motivating employees to 
adapt the desired attitudes and behaviors 
that, in the collective, help to achieve the 
organization’s strategic objectives. 

Likewise, these results aim to reinforce 
the conclusions of Bos-Nehles and Meijerink 
(2018), who mention that practices designed 
by top-level or HR managers have limited 
effectiveness unless employees put them 
into practice or experience them. In this 
sense, the implementation of HPWPs should 
be a process that is carried out together 
with individuals so that they perceive the 
intention with which they were designed, i.e., 
to promote their well-being and contribute to 
meeting the organization’s objectives. 

Finally, despite the effort of all research 
to be rigorous, the work suffers from certain 
limitations, the most relevant being the 
data collection process, since it is difficult 
to guarantee that employees responded 
fully understanding the items and with no 
intentions other than purely objective ones. 
In addition, although the total number of 
responses is sufficiently high, it comes 
from only 50 companies, which opens an 
opportunity to approach the data from 
a multilevel analysis required in future 
research.

7. Conflict of interest
The authors declare no conflict of interest.

8. Source of Financing
This research was not financed by any 

institution. 



12

Carolina Monsalve-Castro et al. :: 

 https://doi.org/ 10.25100/cdea.v38i72.11038

9. References
Ali, M., Lei, S., Freeman, S., & Munawar Khan, 

M. (2019). Implemented and perceived high-
performance work system and its effect on 
branch performance. Employee Relations: The 
International Journal, 41(4), 793-810. https://doi.
org/10.1108/ER-08-2017-0186 

Arthur, J. (1994). Effects of Human Resource 
Systems on Manucfacturing Performance and 
Turnover. The Academy Management of Journal, 
37(3), 670-687. https://doi.org/10.5465/256705

Baluch, A. (2017). Employee perceptions of HRM 
and well-being in nonprofit organizations: 
unpacking the unintended. The International 
Journal of Human Resource Management, 28(14), 
1912-1937. https://doi.org/10.1080/09585192.20
15.1136672

Bos-Nehles, A. & Meijerink, J. (2018). HRM 
implementation by multiple HRM actors: a 
social exchange perspective. The International 
Journal of Human Resource Management, 29(22), 
3068-3092. https://doi.org/10.1080/09585192.2
018.1443958

Boom, C., Den Hartog, D., & Lepak, D. (2019). 
A Systematic Review of Human Resource 
Management Systems and Their Measurement. 
Journal of Management, 45(6), 2498-2537. 
https://doi.org/10.1177/0149206318818718

Camps, J. & Luna-Arocas, R. (2008). Prácticas 
de alto rendimiento: su medición y su relación 
con la performance empresarial. Cuadernos de 
Economía y Dirección de la Empresa, 35, 113-137. 
https://doi.org/10.1016/s1138-5758(11)70061-5

Camps, J. & Luna-Arocas, R. (2009). High 
involvement work practices and firm 
performance. The International Journal of 
Human Resource Management, 20(5), 1056-1077. 
https://doi.org/10.1080/09585190902850273

Camps, J. & Luna-Arocas, R. (2012). A matter 
of learning: how human resources affect 
organizational performance. British 
Journal of Management, 23, 1-21. https://doi.
org/10.1111/j.1467-8551.2010.00714.x

Delaney, J. & Huselid, M. (1996). The Impact of 
Human Resources Management Practices on 
Perceptions of Organizational Performance. 
Academy of Management Journal, 39(4), 949-
969. https://doi.org/10.2307/256718

Delery, J. & Doty, H. (1996). Modes of theorizing in 
strategic human resource management: test of 
universalistic, contingency and configurational 
performance predictions. The Academy of 

Management Journal, 39(4), 802-835. https://doi.
org/10.5465/256713

Escobedo, M., Hernández, J., Estebané, O., & 
Martínez, G. (2016). Modelos de Ecuaciones 
Estructurales: Características, Fases, 
Construcción, Aplicación y Resultados. Ciencia 
y Trabajo, 55, 16-22. https://doi.org/10.4067/
s0718-24492016000100004

Evans, W. & Davis, W. (2015). High-performance 
work systems as an initiator of employee 
proactivity and flexible work processes. 
Organization Management Journal, 12(2), 64-74. 
https://doi.org/10.1080/15416518.2014.1001055

Haar, J., O’Kane, C., & Daellenbach, U. (2021). 
High Performance Work Systems and 
Innovation in New Zealand SMEs: Testing Firm 
Size and Competitive Environment Effects. 
The International Journal of Human Resource 
Management, 1-27. https://doi.org/10.1080/0958
5192.2021.1894213

Hau-Siu Chow, I. (2012). The roles of 
implementation and organizational culture in 
the HR-performance link. The International 
Journal of Human Resource Management, 
23(15), 3114-3132. https://doi.org/10.1080/0958
5192.2011.639553

Huselid, M. (1995). The impact of human resource 
management on turnover, productivity and 
corporate financial performance. Academy 
Management of Journal, 38(3), 635-672. https://
doi.org/10.2307/256741

Kaushik, D. & Mukherjee, U. (2021). High-
performance work system: a systematic 
review of literature. International Journal of 
Organizational Analysis. https://doi.org/10.1108/
IJOA-07-2020-2282

Khilji, S. & Wang, X. (2006). Intended and 
implemented HRM: the missing linchpin 
in strategic human resource management 
research. The International Journal of Human 
Resource Management, 17(7), 1171-1189. https://
doi.org/10.1080/09585190600756384

Kloutsiniotis, P. & Mihail, D. (2017). Linking 
innovate human resource practices, employee 
attitudes and intention to leave in healthcare 
services. Employee Relations, 39(1), 34-53. 
https://doi.org/10.1108/er-11-2015-0205

Kloutsiniotis, P., Katou, A., & Mihail, D. (2021). 
Examining the “dark-side” of high performance 
work systems in the Greek manufacturing sector. 
Employee Relations: The International Journal. 
https://doi.org/10.1108/ER-04-2020-0170

https://doi.org/10.25100/cdea.v37i69.10682 
https://doi.org/10.1108/ER-08-2017-0186
https://doi.org/10.1108/ER-08-2017-0186
https://doi.org/10.1080/09585192.2018.1443958
https://doi.org/10.1080/09585192.2018.1443958
https://doi.org/10.1177/0149206318818718
https://doi.org/10.1080/09585190600756384
https://doi.org/10.1080/09585190600756384


13

Cuadernos de Administración :: Universidad del Valle :: Vol. 38 N° 72 ::  January - April 2022

 https://doi.org/ 10.25100/cdea.v38i72.11038

Luna-Arocas, R. & Camps, J. (2008). Prácticas de 
alto rendimiento: un enfoque configuracional 
aplicado al caso español. Cuadernos de 
Estudios Empresariales, 18, 243-257. https://doi.
org/10.1016/s1138-5758(11)70061-5

Ma, Z., Gong, Y., Long, L., & Zhang, Y. (2021). 
Team-level high-performance work systems, 
self-efficacy and creativity: differential 
moderating roles of person–job fit and goal 
difficulty. The International Journal of Human 
Resource Management, 32(2), 478-511. https://
doi.org/10.1080/09585192.2020.1854816

McDuffie, J. (1995). Human resource bundles and 
manufacturing performance: organizational 
logic and flexible production systems in the 
world auto industry. Industrial and Labor 
Relations Review, 48(2), 197-221. https://doi.org 
10.2307/254483 

Macky, K. & Boxall, P. (2007). The relationship 
between high-performance work practices and 
employee attitudes: an investigation of additive 
and interaction effects. The International Journal 
of Human Resource Management, 18(4), 537-567. 
https://doi.org/10.1080/09585190601178745

Makhecha, U., Srinivasan, V., Prabhu, G., & 
Mukherji, S. (2018). Multi-level gaps: a study 
of intended, actual and experienced human 
resource practices in a hypermarket chain 
in India. The International Journal of Human 
Resource Management, 29(2), 360-398. https://
doi.org/10.1080/09585192.2015.1126336

Marchington, M. & Grugulis, I. (2000). Best 
practice human resource management: 
perfect opportunity or dangerous illusion? 
The International Journal of Human Resource 
Management, 11(6), 1104-1121. https://doi.
org/10.1080/09585190050177184

Miao, R., Bozionelos, N., Zhou, W., & Newman, A. 
(2021). High-performance work systems and key 
employee attitudes: the roles of psychological 
capital and an interactional justice climate. 
The International Journal of Human Resource 
Management, 32(2), 443-477. https://doi.org/10
.1080/09585192.2019.1710722

Mierlo, J., Bondarouk, T., & Sanders, K. (2018). 
The dynamic nature of HRM implementation: 
a structuration perspective. The International 
Journal of Human Resource Management, 
29(22), 3026-3045. https://doi.org/10.1080/0958
5192.2018.1443957

Morata-Ramírez, M., Holgado-Tello, F., Barbero-
García, I., & Méndez, G. (2015). Análisis 
Factorial Confirmatorio. Recomendaciones 
sobre mínimos cuadrados no ponderados en 
función del error tipo I de Ji-Cuadrado y RMSEA. 

Acción Psicológica, 12(1), 79-90. https://doi.
org/10.5944/ap.12.1.14362

Nishii, L., Lepak, D., & Schneider, B. (2008). 
Employee Attributions of the “Why” of HR 
Practices: Their Effects on Employee Attitudes 
and Behaviors, and Customer Satisfaction. 
Personnel Psychology, 61, 503-545. https://doi.
org/10.1111/j.1744-6570.2008.00121.x

Para-González, L., Jiménez-Jiménez, D., & 
Martínez-Lorente, Á. (2019). Do SHRM and 
HPWS shape employees’ affective commitment 
and empowerment? Evidence-based HRM: 
a Global Forum for Empirical Scholarship, 
7(3), 300-324. https://doi.org/10.1108/
ebhrm-01-2019-0004

Pascual, V. (2013). El uso de las prácticas 
de alto rendimiento en la Pyme: aplicación, 
factores explicativos y estrategia corporativa. 
Universidad de Valencia. 

Pascual, J. & Comeche, J. (2015). The effect of 
high-performance work systems on small 
and medium size enterprises. Journal of 
Business Research, 68, 1463-1465. https://doi.
org/10.1016/j.jbusres.2015.01.034

Pfeffer, J. (1994). Competitive advantage through 
people. California Management Review, 36(2), 
9-28. https://doi.org/10.2307/41165742

Pfeffer, J. (1998). Seven Practices of Successful 
Organizations. California Management Review, 
40(2), 96. https://doi.org/10.2307/41165935R

Raineri, A. (2017). Linking human resources 
practices with performance: the simultaneous 
mediation of collective affective commitment 
and human capital. The International Journal 
of Human Resource Management, 28(22), 3149-
3178. https://doi.org/10.1080/09585192.2016.11
55163

Riaz, S., Townsend, K., & Woods, P. (2020). 
Understanding HRM philosophy for HPWS 
and employees’ perceptions. Personnel 
Review, 50(3), 812-828. https://doi.org/10.1108/
PR-11-2019-0640

Rhee, H., Oh, H., & Yu, G. (2018). High-performance 
work systems and firm capabilities in Korea: a 
fit perspective with organizational culture. Asia 
Pacific Journal of Human Resources, 56(3), 317-
340. https://doi.org/10.1111/1744-7941.12134

Serrano, J., & Barba, M. (2011). La gestión de 
recursos humanos en las corporaciones locales. 
Cuadernos de Gestión, 12(2), 149-168. https://
doi.org/10.5295/cdg.100233js

Sun, Y., & Mamman, A. (2021). Adoption of 
high‐performance work systems in small 

https://doi.org/10.1016/s1138-5758(11)70061-5
https://doi.org/10.1016/s1138-5758(11)70061-5
https://doi.org/10.1111/j.1744-6570.2008.00121.x
https://doi.org/10.1111/j.1744-6570.2008.00121.x
https://doi.org/10.2307/41165742


14

Carolina Monsalve-Castro et al. :: 

 https://doi.org/ 10.25100/cdea.v38i72.11038

and medium‐sized enterprises. Asia Pacific 
Journal Human Resource. https://doi.
org/10.1111/1744-7941.12277

Takeuchi, R., Way, S., & Wei, A. (2018). Cross-level 
effects of support climate: Main and moderating 
roles. Human Resource Management, 57, 1205-
1218. https://doi.org/10.1002/hrm.21891

Xi, M., Chen, Y., & Zhao, S. (2019). The Role 
of employees’ perceptions of HPWS in the 

HPWS-performance relationship: A multilevel 
perspective. Asia Pacific Journal of Management. 
https://doi.org/10.1007/s10490-019-09694-w

Yiang Zhu, M. & Bambacas, M. (2018). 
Implementing HPWS among the indigenous 
companies in China: Analysing from both 
managers’ and employees’ perspectives. 
Journal of General Management, 43(4), 175-187. 
https://doi.org/10.1177/0306307018766142 

How to cite this paper?
Monsalve-Castro, C., Pardo-del-Val, M., Dasi-Rodríguez, S., & Luzardo Briceño, M. (2022). High-performance 
work system: differences between the perception of employees and the intention of human resources managers 
in SMEs in Colombia. Cuadernos de Administración, 38(72), e2511038. https://doi.org/ 10.25100/cdea.v38i72.11038                                                    

Cuadernos de Administración journal by Universidad del Valle is under licence  Creative Commons Reconocimiento-
NoComercial-SinObrasDerivadas 4.0. Based in http://cuadernosdeadministracion.univalle.edu.co/

https://doi.org/10.25100/cdea.v37i69.10682 
https://doi.org/10.1007/s10490-019-09694-w

