
MGT3SHR Notes & Exam Preparation  
 

Week 1: Introduction to SHRM and high performance system 
 

Learning objectives:  
-   To understand the history of SHRM and the evolution towards HPWS  
-   Review of Boxall and Macky (2007) 
-   To understand the significance of SHRM and HPWS 
-   To understand what are HPWS? 
-   To understand how HPWS operate? 
-   To understand the relationship between industrial relations issues, SHRM and HPWS 

within the Australian context 
 
Brief history of SHRM & HPWS  

-   Taylorism (Taylor, 1911) 
-   Company unions in the USA (Dunn, 1927) 
-   Personnel management  
-   The Human Resource (Drucker, 1954), Human relations (Mayo, 1945) 
-   Group relations (McGregor, 1960; Maslow, 1954) 
-   Miles (1965) and the Human resource model 
-   Beer, Spector, Lawrence, Mills and Walton (1985) the Harvard model of 

HRM/systems models/best fit versus best practice approaches 
 
What is SHRM? 

-   SHRM is concerned with the ways in which HRM is critical (a) to the firm’s survival 
and (b) to its relative success (Boxall and Purcell, 2011). 

-   Central to SHRM is the link between competitive strategy, required employee skills 
and behaviours, supportive HR practices and desired outcomes (Schuler and Jackson 
1987). 

 
 



 
 
 
 
 
 
 
 

 
 
Pfeffer’s (1995) Thirteen Practices for successful management of people 

-   Employment security 
-   Selectivity in recruiting 
-   High wages 
-   Incentive pay 
-   Employee ownership 
-   Information sharing 
-   Participation and empowerment 
-   Self-managed teams 



-   Training and skill development 
-   Promotion from within 
-   (Pfeffer and Veiga 1999 narrow these down to seven) 

 
The significance of SHRM and HPWS 

-   SHRM is a major issue in the policy debate around how to build a high skill economy 
and avoid engaging in a race to the bottom  

-   Management concern with SHRM stems from the rise of Japanese high-quality 
production systems in the 1970s and 1980s, including such just-in-time inventory and 
delivery, and flexible, team-based production.  

-   Facing competition, reducing production costs and improving rates of innovation- 
some elements of the western manufacturing- simply disappeared while others soon 
learnt they couldn’t rely solely on their marketing skills  

-   To survive, they had to change their production system & grown their reputation for 
quality and value 

-   There’s evidence that aspect of high performance work systems (HPWS) both 
individually and in bundles are positively associated with both individual and 
organisational performance.  

-   In the automobile manufacturing industry, struggling firms made major efforts to 
reform their production systems by adopting the lean production principles.  

-   This resulted in moving away from low-discretion, control-focused work systems 
associated with Fordist operation management towards work systems which increased 
involvement of production workers and raised their skills & incentives.  

 
 

-   HPWS evolved from personnel management and SHRM 
-   High-involvement work practices typically include greater decision-making autonomy 

on the job, and well as off line in quality circles or other types of problem-solving 
groups. 

-   Along with the Japanese quality challenge, a key environmental stimulant of change 
in the HR systems in manufacturing over the last 20 years has been the advent of 
advanced manufacturing technology (AMT).  

-   It includes such as technologies i.e. robotics, computer aided design (CAD), computer 
numerical control (CNC), machine tools and electronic data interchange (EDI) 
systems.  

-   There are features of the broader management and SHRM processes, the leadership or 
governance of the organisation that need to be supportive if HPWS are to be 
successfully implemented.  

 
HPWS: key direct and indirect drivers of workplace performance 

1.   Technology – Greater adoption of new technologies in industries where its significant 
performance enabler.  

2.   Work reorganisation – More empowering styles of working in jobs where job 
enrichment or working involvement in problem solving & decision making. It will 



make better use of their human potential and improve work quality or customer 
satisfaction.  

3.   Employee selection and skill – Careful selection of employees for job-match and for 
learning potential plus enhanced skill development to take advantage of new 
technology and/or work in a more empowered way 

4.   Performance and commitment incentives – Enhanced incentives to work smarter and 
to reduce employee turnover e.g. financial incentives.  

5.   Management planning and measurement – Improved systems to plan and measure 
workplace performance, including data gathering on employee attitudes, and ensuring 
the accounting system properly recognises the investments in human resources that 
drive performance improvements 

6.   Management capability and support – Improved investments in management 
development at all levels and in support for the enabling role of front-line managers 

7.   More cooperative labour relations – A more consultative ‘partnership’ style of labour 
relations with unions and/or with employee representatives chosen by the workforce 

What are high performance work systems? 
-   HPWS are systems of managerial practices that increase the empowerment of 

employees and enhance the skills & incentives that enable & motivate them to take 
advantage of this greater empowerment  

-   The topic HPWS is part of a larger agenda concerned with how HRM can be used to 
improve performance in all kinds of organisation with various kinds of workers.  

-   Applebaum et al. (2000) suggests that HPWS enable employees to use their skills and 
motivation to maximum benefit.  

-   Components of HPWS have been described as a group of separate but interconnected 
human resource practices that together recruit, select, develop, motivate and retain 
employees.  

-   HPWS practices are presumed to affect performance by enhancing employees’ 
knowledge, skill and abilities, motivation and opportunities by providing information 
and discretion necessary to capitalize on these skills & commitment in completing 
their jobs.  

-   HPWS are designed to improve employee relations and increase organisational 
performance through quality communication and consultation between employees and 
management.  

-   There is significant debate about what constitutes a HPWS as there have been a range 
of variables included in the HPWS indices in different organisations.  
 
The following functions represent HPWS: 

-   Security 
-   selective hiring  
-   contingent reward 
-   extensive training 
-   teams and decentralised decision making 
-   information sharing 
-   transformational leadership 



-   high-quality work  
-   measurement of management practices 

 
 
Applebaum et al. (2000) conceptual framework:  

-   Effective HPWS require 3 basic components:  
1.   Opportunity for substantive participation in decision 
2.   Appropriate incentives 
3.   Training and selection policies that guarantee an appropriate skilled workforce.  

-   The HPWS literature is mainly concerned with studying western firms that decide to 
revitalise their historical HR systems by examining why they change and what HR 
policies and practices underpin the change. 

-   The second set of issues is to do with how the links between these new HR systems 
and organisational performance can be improved.  

-   Research on HPWS highlights the importance of the mediating links or intervening 
variables between HR systems and organisational outcomes, including critical 
variables to do with employee beliefs, attitudes and behaviours. 

 
How does SHRM & HPWS work? 

-    To provide more practical guidance research needs to explain more fully how such 
systems work. 

-   Focus here is on the mediating links from management’s intentions through to 
whatever notion of organisational performance is desired. 

-   The process of HRM is a chain of links in which: 
1.   Intended HR practices; leading to 
2.   Actual HR practices; which lead to 
3.   Perceived HR practices; and then to 
4.   Employee reactions; and finally, to 
5.   Organisational performance.   

-   Line managers (i.e. supervisors & team leaders) are responsible for converting much 
of management intentions for HRM into actual HR practice.  

-   Management needs to influence employees’ beliefs, attitude and behaviour to bring 
valuable organisational outcomes  

-   Quality of relationships between line managers and their team members is starting to 
receive greater attention in analysis of HR systems 

-   Impact of HPWS on employee outcomes thus become central to the academic debate 
in the area.  

-   The way HR changes affect employee attitudes and behaviours are based on whether 
companies gain from SHRM and HPWS.  

-   Dangers of work intensification often when workers are confronted with greater 
responsibilities in lean, downsized organisations.  

-   HIWS brings improvements in employee autonomy, greater development and use of 
their skills, greater financial rewards appeal to workers and significantly lifting job 
satisfaction; according to survey evidence.  



 
HPWS within the Australian context.  

-   The Australian Industrial relations system – a moving feast 
-   From Centralisation/collectivist to decentralisation/individualist 
-   Industrial relations reforms  
-   The Employment Relationship 

 
SHRM and HPWS within the Australian context 

-   SHRM and HPWS have immense implications for the design of work, discretion at 
work and quality of work life of workers i.e. work life balance and flexibility 

-   SHRM and HPWS and issues of bargaining power, wages and working conditions 
-   Role of unions in HRM and role of HRM in non-union environments  

 


