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Abstract: Many explanations have emerged for Ireland's dramatic economic recovery, but 
virtually all have taken a macroeconomic perspective. This paper enriches our understanding of 
recent progress by presenting original survey data on establishment-level work organisation and 
human resource innovations. The survey indicates that most Ir i sh establishments are actively 
reorganising work arrangements. There is also strong evidence to show that they are supporting 
these developments with complementary human resource management innovations. A key 
driving force behind these changes appears to be economic openness; high exporters and 
branches of multinational corporations are more innovative. So too are establishments adopting 
high value added corporate strategies. Under certain circumstances, however, unionisation is 
negatively associated with work systems innovation. 

I I N T R O D U C T I O N 

A sea-change has o c c u r r e d i n I r i s h e conomic p e r f o r m a n c e . T e n y e a r s 

ago t h e p i c t u r e w a s n e a r l y a l l g l o o m a n d d o o m . U n e m p l o y m e n t a n d 

m i g r a t i o n w e r e d i s t u r b i n g l y h i g h a n d t h e p u b l i c f inances w e r e i n a mess . 

N o w t h e s i t u a t i o n i s m u c h b r i g h t e r : economic g r o w t h i s g a l l o p i n g a h e a d a t 

5 pe r c en t p e r a n n u m a n d i n f l a t i o n a n d g o v e r n m e n t d e b t a re u n d e r c o n t r o l . 
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P e r h a p s n o t e v e r y t h i n g i s r o s y i n t h e economic g a r d e n , u n e m p l o y m e n t s t i l l 
r e m a i n s too h i g h fo r e x a m p l e , b u t i t w o u l d be e x c e p t i o n a l l y h a r d nosed t o 
say t h a t t h e f o r t u n e s o f t h e I r i s h e conomy h a v e n o t been t r a n s f o r m e d . 
E x p l a n a t i o n s a re b e g i n n i n g to emerge for t h i s t r a n s i t i o n f r o m b u s t to b o o m . 
Some h a v e t u r n e d t o endogenous g r o w t h t h e o r y a n d emphas i s ed factors such 
as t h e e d u c a t i o n a l q u a l i t y o f t h e l o c a l l a b o u r force, w h i l e o t h e r s p u t m o r e 
s tore b y i n s t i t u t i o n a l i n n o v a t i o n s such as t h e n a t i o n a l pay agreements . These 
accounts a re i n s i g h t f u l a n d deepen o u r u n d e r s t a n d i n g o f t h e r ecen t economic 
u p t u r n , b u t o n t h e i r o w n t h e y f a i l t o t e l l t h e f u l l s to ry . T h u s t h e search i s s t i l l 
o n fo r a c o m p r e h e n s i v e e x p l a n a t i o n as t o w h y t h e R e p u b l i c has m o v e d f r o m 
l a g g a r d t o "cel t ic t ige r" . 

O n e m a t t e r t h a t h a s r e c e i v e d l i t t l e a t t e n t i o n has been t h e r o l e o f t h e 
c o r p o r a t e sector i n t h e economic r e v i v a l . A p a r t f r o m a n u m b e r o f w e l l - w o r n 
c l i ches a b o u t t h e h y p e r - p e r f o r m a n c e o f f o r e i g n - o w n e d compan ie s r e l a t i v e t o 
d o m e s t i c ones , t h e r e i s a d e a r t h o f i n f o r m a t i o n a b o u t t h e c o n d u c t a n d 
b e h a v i o u r o f en t e rp r i s e s : t h e c o m p e t i t i v e s t ra teg ies t h e y p u r s u e , t h e types o f 
t e c h n o l o g y t h e y use, a n d t h e i r i n t e r n a l s t r u c t u r e r e m a i n for t h e m o s t p a r t a 
b l a c k box . B u t w i t h o u t g r e a t e r d e t a i l a b o u t t h e g r o u n d - l e v e l a c t i v i t i e s o f 
f i r m s a n y n a r r a t i v e a b o u t t h e n e w f o u n d success o f t h e I r i s h economy w o u l d 
be i n c o m p l e t e . I n a n a t t e m p t t o g a i n m o r e i n s i g h t s i n t o t h e mic ro - economic 
f o u n d a t i o n s o f m o d e r n I r e l a n d , t h i s p a p e r p resen t s o r i g i n a l s u r v e y d a t a o n 
e s t a b l i s h m e n t - l e v e l w o r k o r g a n i s a t i o n a n d h u m a n resource m a n a g e m e n t 
i n n o v a t i o n s . S p e c i f i c a l l y , i t has t h r e e m a i n objec t ives ; (a) t o q u a n t i f y t h e 
d i f f u s i o n o f h i g h p e r f o r m a n c e w o r k p r ac t i c e s i n I r e l a n d ; (b) t o m o d e l t h e 
d e t e r m i n a n t s o f t h e i r a d o p t i o n ; a n d (c) to t e s t t h e h y p o t h e s i s e d a s soc i a t ion 
b e t w e e n t h e use o f i n n o v a t i v e h u m a n resource m a n a g e m e n t t e c h n i q u e s a n d 
t h e a d o p t i o n o f h i g h p e r f o r m a n c e w o r k prac t ices . T h e pape r focuses o n t h e 
i n t e r n a l e m p l o y m e n t sys tems o f en te rpr i ses because t h e r e i s a v i r t u a l consen­
sus t h a t t h e o r g a n i s a t i o n o f p r o d u c t i v e sys tems a n d t h e u t i l i s a t i o n o f h u m a n 
resources h a v e a d e t e r m i n i n g i m p a c t o n n a t i o n a l economic pe r fo rmance . O n 
i t s o w n t h i s p a p e r m a y n o t redress t h e m a n y s h o r t c o m i n g s associa ted w i t h 
t h e l a c k o f r e l i a b l e e m p i r i c a l i n f o r m a t i o n o n e n t e r p r i s e s i n I r e l a n d , b u t i t 
s h o u l d p r o v i d e a r i c h e r u n d e r s t a n d i n g o f h o w c o m p a n i e s a re u s i n g t h e i r 
h u m a n resources . 

I I T H E M O V E M E N T T O W A R D S H I G H P E R F O R M A N C E 
W O R K O R G A N I S A T I O N 

H i g h p e r f o r m a n c e w o r k o r g a n i s a t i o n ( H P W O ) i s a t e r m i n v e n t e d i n t h e 
U S A t o c a p t u r e t h e s h i f t b y e n t e r p r i s e s a w a y f r o m F o r d i s t o r T a y l o r i s t 
m e t h o d s o f w o r k o r g a n i s a t i o n t o m o r e f l e x i b l e e m p l o y m e n t sys tems. F o r t h e 



m o s t p a r t , t h i s s h i f t re f lec ts t h e i n c r e a s i n g obsolescence o f mass p r o d u c t i o n 
t e c h n i q u e s . D u r i n g t h e F o r d i s t e ra , p r o d u c t s w e r e s t a n d a r d i s e d fo r eas ie r 
m a n u f a c t u r a b i l i t y , processes w e r e h i g h l y a u t o m a t e d , w o r k w a s f r a g m e n t e d 
a n d s c i e n t i f i c a l l y m a n a g e d employees o p e r a t e d e f f i c i e n t l y b y s p e c i a l i s i n g i n 
n a r r o w l y p r e s c r i b e d ro les . T h i s s y s t e m w a s s p e c t a c u l a r l y successful w h e n 
m a r k e t s fo r h o m o g e n o u s p r o d u c t s w e r e s t a b l e a n d s u f f i c i e n t l y l a r g e t o 
p r o v i d e scale economies . B u t these c o m m e r c i a l c o n d i t i o n s no l o n g e r p r e v a i l : 
m a r k e t s h a v e become m o r e cus tomised a n d v o l a t i l e due t o t h e f r a g m e n t a t i o n 
o f d e m a n d , i n t e n s i f i e d c o m p e t i t i o n a n d t h e r a p i d d i f f u s i o n o f t e c h n o l o g i c a l 
i n n o v a t i o n s . N o w a d a y s , t h e m o r e f i r m s c a n m a k e c o n t i n u o u s i m p r o v e m e n t s 
to b o t h p r o d u c t s a n d processes, t h e m o r e successful t h e y w i l l be. 

I n a n e f f o r t t o r e a l i s e these c o m p e t i t i v e q u a l i t i e s , f i r m s n e e d t o m o v e 
t o w a r d s a w o r k o r g a n i s a t i o n t h a t s i m u l t a n e o u s l y p r o m o t e s w o r k e r f l e x i b i l i t y 
a n d e m p l o y e e i n v o l v e m e n t . B e i n g ab le t o r a p i d l y d e p l o y s t a f f b e t w e e n 
d i f f e r e n t j o b t a s k s a l l o w s f i r m s t o m o r e e f f e c t i v e l y face a c o m p e t i t i v e 
e n v i r o n m e n t w h e r e u n a n t i c i p a t e d e v e n t s a n d c o m m e r c i a l s h o c k s a r e 
f r e q u e n t . O n t h e o t h e r h a n d , g r e a t e r e m p l o y e e i n v o l v e m e n t i m p r o v e s t h e 
p r o b l e m - s o l v i n g capac i t i e s o f t h e o r g a n i s a t i o n a n d is m o r e l i k e l y t o fos te r 
c o m m i t m e n t f r o m w o r k e r s t o t h e c o m m e r c i a l ob jec t ives o f t h e e n t e r p r i s e . 
H P W O is a n a t t e m p t to c a p t u r e t h e g r o w i n g i m p o r t a n c e o f f l e x i b i l i t y a n d 
i n v o l v e m e n t i n t h e m a n a g e m e n t o f h u m a n resources. H o w e v e r , because f i r m s 
a re u s i n g v a r i o u s s t r a t eg i e s to secure these t w i n ob jec t ives , t h e r e i s some 
deba te a b o u t w h a t a c t u a l l y c o n s t i t u t e s a H P W O . I n t h e c u r r e n t p a p e r w e 
s ides tep t h i s a r g u m e n t a n d a d o p t a f a i r l y loose d e f i n i t i o n o f t h e t e r m . I n 
p a r t i c u l a r , w e r e g a r d a H P W O as c o n s i s t i n g o f Job R o t a t i o n ( J R ) ; Q u a l i t y 
C i rc le s (QCs) ; T o t a l Q u a l i t y M a n a g e m e n t ( T Q M ) a n d T e a m w o r k i n g . 1 

I l l S U R V E Y M E T H O D O L O G Y 

T h e pape r is based o n 1996 s u r v e y d a t a f r o m p r i v a t e sector e s t a b l i s h m e n t s 
i n t h e R e p u b l i c o f I r e l a n d . E a c h h a d f i f t y o r m o r e employees i n one o f t h r e e 
i n d u s t r i e s ; food /d r ink / tobacco , e l ec t ron ics , a n d b a n k i n g a n d f i nance . E s t a b ­
l i s h m e n t s r a t h e r t h a n f i r m s w e r e chosen as t h e u n i t s o f a n a l y s i s because 
t h e i r r e s p o n d e n t s a re l i k e l y t o possess m o r e d e t a i l e d k n o w l e d g e o f g r o u n d -
l e v e l e m p l o y m e n t p r a c t i c e s , a n d because p r a c t i c e s o f t e n d i f f e r b e t w e e n 
b r anches o f t h e same o r g a n i s a t i o n i n w a y s w h i c h a re d i f f i c u l t t o c a p t u r e i n a 
c o r p o r a t e l e v e l i n v e s t i g a t i o n ( F l o r i d a a n d K e n n e y , 1 9 9 1 , p . 384 ; O s t e r m a n , 
1994, p . 174; S n e l l a n d D e a n , 1992, p . 477) . 

F r o m a r a n d o m sample o f 157 e s t a b l i s h m e n t s s t r a t i f i e d b y sector, age a n d 
s ize, a r e sponse r a t e o f 65 pe r cen t y i e l d e d 102 u s e f u l o b s e r v a t i o n s . T h i s 

1. For precise definitions as used in Osterman (1994) see Appendix A. 



r e s p o n s e l e v e l i s e x c e l l e n t g i v e n t h e n a t u r e a n d d e t a i l o f t h e r e q u i r e d 
i n f o r m a t i o n , a n d exceeds those t y p i c a l l y r e p o r t e d i n t h e l i t e r a t u r e . 2 

T h e d a t a w e r e co l lec ted u s i n g a n ex tens ive a n d i n - d e p t h q u e s t i o n n a i r e o n 
e m p l o y m e n t issues s u c h as m a n p o w e r p rof i l es , w o r k o r g a n i s a t i o n , h i r i n g a n d 
p r o m o t i o n ; p a y ; t r a i n i n g a n d i n d u s t r i a l r e l a t i o n s . A s w e l l as p r o v i d i n g t h e 
o n l y source o f d a t a o n m a n y o f these issues i n I r e l a n d , t h e s u r v e y addresses 
t w o p r o b l e m s c h a r a c t e r i s t i c o f p r e v i o u s w o r k i n t h i s f i e l d (see F e r n i e a n d 
M e t c a l f , 1995 , p p . 391-393) . F i r s t , i t a l l o w s a close l o o k a t t h e t e x t u r e o f 
w o r k p l a c e r e f o r m s r a t h e r t h a n s i m p l y a t t h e i r inc idence . Second, i t con t a in s 
d a t a o n a w i d e a r r a y o f v a r i a b l e s w h i c h p r o v i d e t h e con t ro l s necessary fo r 
s t a t i s t i c a l a n a l y s i s a n d p e r m i t t h e t e s t i n g o f d iverse hypotheses . 

I V T H E E X T E N T O F H P W O A D O P T I O N I N I R E L A N D 

T a b l e 1 r e p o r t s t h e average use o f t h e f o u r p rac t i ces for core w o r k e r s i n 
I r i s h e s t a b l i s h m e n t s . 3 T h e i m m e d i a t e i m p r e s s i o n i s o f a r e l a t i v e l y h i g h 
o v e r a l l a d o p t i o n l e v e l . C o l u m n 1 i n d i c a t e s t h a t t w o - t h i r d s o f e s t a b l i s h m e n t s 
use T Q M , a n d a c o m f o r t a b l e m a j o r i t y engage i n JR . A l m o s t h a l f have a t leas t 
one q u a l i t y c i r c l e , a n d m o r e t h a n o n e - q u a r t e r o f s u r v e y e d s i t e s u se 
t e a m w o r k i n g . 

T h e w i d e s p r e a d a d o p t i o n o f T Q M m a y r e f l e c t a s t r a t e g i c r e l i a n c e o n 
q u a l i t y as I r i s h f i r m s h a v e m o v e d o u t o f l o w v a l u e added , c o s t - c o m p e t i t i v e 
c o m m o d i t y m a r k e t s i n t o m o r e q u a l i t y s ens i t i ve e x p o r t n iches . C o n v e r s a t i o n 
w i t h m a n a g e r s e m p h a s i s e s t h e i m p o r t a n c e o f t h i s f a c t o r ; o n a v e r a g e 
r e s p o n d e n t s r a t e d c o m p e t i n g o n q u a l i t y as 139 per cent m o r e i m p o r t a n t t h a n 
c o m p e t i n g o n v a r i e t y , 74 p e r cen t m o r e i m p o r t a n t t h a n c o m p e t i n g o n cost, 
a n d 14 pe r cen t m o r e i m p o r t a n t t h a n c o m p e t i n g o n service. A t t h e same t i m e , 
T Q M ' s p o p u l a r i t y m a y a l so r e f l e c t i t s r e l a t i v e l y l o w i m p l e m e n t a t i o n , 
"competence d e s t r o y i n g " a n d t i m e dependen t costs ( P i l a n d M a c D u f f i e , 1996; 
T u s h m a n a n d A n d e r s o n , 1986) ; i n t r o d u c i n g T Q M does n o t r e q u i r e r o o t - a n d -
b r a n c h o r g a n i s a t i o n a l r e f o r m . 

T h e converse a r g u m e n t m i g h t e x p l a i n t h e l o w a d o p t i o n o f t e a m w o r k i n g , as 
t h e f u n d a m e n t a l changes assoc ia ted w i t h t h i s p r a c t i c e i m p l y s u b s t a n t i a l 

2. Location, age, size and industry proportions showed no significant differences between the 
Dun and Bradstreet "IRDATA" sampling frame and the drawn sample, indicating representative 
selection. 

3. The impracticality of collecting such detailed information for all occupations means that 
some questions ask only about a set of "core" employees. Following Osterman (1994, p. 175), core 
workers are defined as: "The largest group of non-supervisory, non-managerial workers at this 
location who are directly involved in making the product or providing the service". This definition 
is distinct from the label core workers as applied to an elite body of key employees who are 
afforded preferential pay and conditions (Atkinson, 1985). 



Tab le 1: Adoption ofHPWO in Ireland 

Practice Any Core Employees 
Involved?* 

Mean Participation 
(All Establishments) 

Mean Participation 
(Adopters Only) 

T Q M 68.7 (33.5) 51.9 77.4 
Job Rotation 56.9 (43.4) 36.2 50.8 
Quality Circles 44.1 (40.8) 30.2 68.6 
Teamworking 27.5 (54.5) 18.2 65.6 
None 10.8 (21.8) 

Percentage of establishments adopting. Osterman's (1994) values in parentheses. 

t r a i n i n g a n d r e o r g a n i s a t i o n costs. Res is tance costs m i g h t a lso be h i g h ; core 
employees m a y oppose t e a m w o r k as i t t h r e a t e n s t r a d i t i o n a l c r a f t based w o r k 
f o r m s a n d c o u l d i m p l y peer g r o u p p o l i c i n g a n d w o r k i n t e n s i f i c a t i o n . F o r t h e i r 
p a r t , m a n a g e r s m i g h t f a v o u r a l t e r n a t i v e H P W O p r a c t i c e s because t h e 
f u n d a m e n t a l sh i f t s i n p o w e r r e l a t i o n s associa ted w i t h t e a m s m a y u n d e r m i n e 
t h e w i d e r a n g i n g d i s c r e t i o n t h e y have t r a d i t i o n a l l y en joyed ( A p p e l b a u m a n d 
B a t t , 1994) . A s w e s h a l l see, t e a m s m a y also t h r e a t e n j o b s e c u r i t y fo r b o t h 
echelons. 

J o b R o t a t i o n is s u r p r i s i n g l y c o m m o n . A p r i o r i , t h e d i r e c t costs a n d s h o r t -
r u n p r o d u c t i v i t y r e d u c t i o n s associa ted w i t h cross t r a i n i n g w o u l d be expec ted 
to d a m p e n adop t ion . Moreove r , as w i t h t e a m w o r k i n g , i n f l u e n t i a l core w o r k e r s 
w o u l d be expec t ed t o r e s i s t J R . B y e f f e c t i v e l y l i m i t i n g d e m a r c a t i o n , J R 
exposes " i n s i d e r " wages t o c o m p e t i t i v e pressures , t h r e a t e n i n g i n c u m b e n t s o f 
p r i v i l e g e d p o s i t i o n s w i t h m a t e r i a l a n d soc i a l losses . T h e m o s t o b v i o u s 
i n t e r p r e t a t i o n o f t h i s f i n d i n g i s t h a t a p r o p o r t i o n o f r e p o r t e d J R refers to t h e 
ad hoc r e d e p l o y m e n t o f w o r k e r s i n s i m p l e t a s k s (e.g., j a n i t o r i a l ) . F o r these 
e s t a b l i s h m e n t s t h e m o t i v e i s n o t f l e x i b i l i t y o r i n v o l v e m e n t , b u t cost c u t t i n g ; 
d o w n t i m e a n d i n d i r e c t l a b o u r c a n be e l i m i n a t e d u s i n g t h i s s t r a t egy . 

T h e use o f q u a l i t y c i rc les is as expected g i v e n e x i s t i n g i n t e r n a t i o n a l s u r v e y 
evidence. A n a d o p t i o n f i g u r e o f 44 per cent subs t an t i a t e s t h e above conc lu s ion 
t h a t q u a l i t y is a h i g h p r i o r i t y o n t h e agenda o f I r i s h m a n a g e m e n t . C o l u m n 2 
r e p o r t s t h e m e a n p r o p o r t i o n o f core w o r k e r s i n each e s t a b l i s h m e n t t h a t 
p a r t i c i p a t e i n t h e f o u r p r a c t i c e s . T h e s e f i g u r e s r e i n f o r c e t h e sense o f 
w i d e s p r e a d a d o p t i o n i n I r e l a n d . I n t h e f i n a l c o l u m n , w h i c h m e a s u r e s m e a n 
emp loyee p a r t i c i p a t i o n i n each p r ac t i c e so le ly fo r e s t a b l i s h m e n t s w h i c h use 
t h a t p rac t i ce , t h e r a n k o rde r e s t ab l i shed i n e a r l i e r c o l u m n s i s upse t . N o t a b l y , 
t e a m w o r k i n g moves u p f r o m l a s t to t h i r d p o s i t i o n , a n d J R fa l l s f r o m second t o 
f o u r t h . T h i s suggests t h a t , a l t h o u g h r e l a t i v e l y few e s t a b l i s h m e n t s use t e a m s , 
t h o s e t h a t do so i n v o l v e a h i g h p r o p o r t i o n o f t h e i r core w o r k e r s . O n e 



i n t e r p r e t a t i o n i s t h a t m a n a g e r s w h o e n t e r t a i n t h e m o s t f a r r e a c h i n g H P W O 
prac t i c e s a re m o r e c o m m i t t e d to i n c l u s i v e f o r m s o f w o r k e r i n v o l v e m e n t . A t 
t h e s a m e t i m e , t h e m o r e m i n i m a l i s t i n t e r p r e t a t i o n t h a t p r a c t i c a l 
c o n s i d e r a t i o n s o f i n t e r n a l c o - o r d i n a t i o n a n d scale economies are r e spons ib l e 
for t h e d e p t h o f t h e change c a n n o t be d i scoun ted . 

T h e oppos i te p a t t e r n i s e v i d e n t i n JR. A d o p t e r s are p l e n t i f u l , b u t i n c l u s i o n 
o f core w o r k e r s i s r e l a t i v e l y m o d e s t . 4 T h i s r e s u l t i s open to c o n t r a s t i n g 
i n t e r p r e t a t i o n s . F i r s t , e x t e n d i n g r o t a t i o n b e y o n d a c r i t i c a l m a s s o f core 
emp loyees w i t h s u i t a b l e b e h a v i o u r a l , c o g n i t i v e , a n d s k i l l s p r o f i l e s m a y be 
i m p r a c t i c a l . T h i s i m p l i e s t h a t J R i s l i m i t e d t o " ins ide r s" . A l t e r n a t i v e l y , as 
sugges ted above, r e p o r t e d J R m a y re fe r to " m u l t i - t a s k i n g " r a t h e r t h a n t r u e 
" m u l t i - s k i l l i n g " . I n t h i s scena r io , w h i l e m o r e s k i l l e d employees a d h e r e t o 
t h e i r s p e c i a l i s m , less s k i l l e d "ou t s ide r s " m a y s h i f t b e t w e e n s i m p l e t a s k s i n 
o r d e r t o e l i m i n a t e bu f f e r s o f c o n t i n g e n c y w o r k e r s a n d d o w n t i m e . C l e a r l y J R 
c a n f a c i l i t a t e c o n t r a s t i n g m o d e s o f f u n c t i o n a l a n d n u m e r i c a l f l e x i b i l i t y 
( A t k i n s o n , 1 9 8 5 ) . 5 

V T H E D E T E R M I N A N T S O F H P W O A D O P T I O N I N I R E L A N D 

T h e d e t e r m i n a n t s o f H P W O a d o p t i o n w e r e m o d e l l e d u s i n g o r d i n a r y l ea s t 
squares . A d e p e n d e n t v a r i a b l e " H P W O " w a s c rea ted b y a d d i n g t h e percentage 
o f e ach e s t a b l i s h m e n t ' s core w o r k e r s i n v o l v e d i n t h e f o u r p r a c t i c e s . 6 T h i s 
i n d e x w a s r e g r e s s e d h i e r a r c h i c a l l y o n f o u r d i sc re t e b locks o f i n d e p e n d e n t 
v a r i a b l e s . T h e f i r s t c o n t a i n e d c o n t r o l v a r i a b l e s m e a s u r i n g t h e i m p a c t o n 
a d o p t i o n o f s t r u c t u r a l a n d a m b i e n t i n f l u e n c e s e.g., e s t a b l i s h m e n t age a n d 
size, i n d u s t r i a l sector, c o m p e t i t i v e e n v i r o n m e n t etc. T h e second b l o c k focused 
o n t h e i n f l u e n c e o f I r e l a n d ' s c h a r a c t e r i s t i c openness . D u m m i e s l a b e l l e d 
I R L , U K , a n d U S A t e s t t h e h y p o t h e s i s t h a t M N C s di f fuse i n n o v a t i v e w o r k 
p r a c t i c e s t o t h e i r I r i s h s u b s i d i a r i e s . A n a d d i t i o n a l v a r i a b l e O S E X P 1 , 
p r o x y i n g f o r t h e use o f e x p a t r i a t e m a n a g e r s , r e f i n e s t h i s h y p o t h e s i s b y 
i n v e s t i g a t i n g w h e t h e r M N C s ' g l o b a l m a n a g e m e n t s t ra teg ies affect t h e r a t e o f 
d i f f u s i o n . T h e v a r i a b l e O S E X P 2 con t ro l s for t h e s i m p l e d e m o n s t r a t i o n effect 
o n a d o p t i o n o f e m p l o y i n g m a n a g e r s w i t h p r ev ious f o r e i g n exper ience ou t s ide 
t h e i r c u r r e n t o r g a n i s a t i o n . T h i s effect i s a lso t e s t e d b y a m e a s u r e o f 
e s t a b l i s h m e n t s ' p r o p e n s i t y t o expor t . 

T h e t h i r d b l o c k adds f o u r v a r i a b l e s t e s t i n g t h e k e y i n f l u e n c e o f i n d u s t r i a l 

4. Although, notably, still greater than 50 per cent. 
5. While space limitations prevent detailed discussion of this point, the findings of an 

unreported cluster analysis suggest that both strategies are being used simultaneously in 
Ireland. 

6. Precise definitions and means of all the model's variables are presented in Table 2. 



T a b l e 2: HPWO Adoption Model: Variable Definitions, Means, and 
Standard Deviations 

Variable Definition Mean S.D. 

HPWO % core in T Q M + % core in J R + % core in QCs 
+ % core in teams 134.41 107.77 

W O R K E R S Total no. of workers 306.08 490.97 
A T Y P I C A L 1 = Use PAT or temporary workers .56 .50 
Y R E S T Year established 1959.50 49.49 
F I N I N S 1 = Finance/insurance .18 .38 
E L E C 1 = Electronics manufacturing .35 .48 
L O C A T I O N 1 = Dublin .42 .50 
S K I L C O R E 1 = Very/extremely skilled workforce .28 .45 
G R A N T A I D 1 = Received grant for training .75 .43 
N U M C O M P S 1 = Many/very many competitors .47 .50 
S T Y L E 1 = Extremely appropriate to help with .21 .41 

family/personal matters 

I R L 1 = Establishment founded in Ireland .43 .50 
U K 1 = Establishment founded in U K .13 .34 
U S A 1 = Establishment founded in U S A .31 .47 
O S E X P 1 1 = Some managers have foreign experience .46 .50 

within the organisation 
O S E X P 2 Per cent of managers with foreign experience 20.59 26.24 

outside the organisation 
E X P O R T S Per cent of sales = exports 51.76 40.03 

U N I O N Per cent Total employees registered trade 55.10 39.03 
union members 

R E C O G T U S 1 = Establishment recognises trade union .76 .43 
SUB1 0 = Establishment has neither suggestion .60 .71 

scheme nor J C C 
1 = Establishment has one of the above 
2 = Establishment has both 

I N D U N R S T 1 = Industrial unrest within last 5 years .20 .40 

S T R A T A D D Mean of points (0-999) for importance of each of 132.76 66.92 
variety, quality and service relative to cost 

r e l a t i o n s o n w o r k p l a c e i n n o v a t i o n . T h e effects o f u n i o n s t r e n g t h w i t h i n 
e n t e r p r i s e s , m a n a g e m e n t s t r a t e g i e s fo r d e a l i n g w i t h u n i o n s , a n d t h e 
e n t e r p r i s e ' s i n d u s t r i a l r e l a t i o n s h i s t o r y a re a l l e s t i m a t e d . F i n a l l y , i n t h e 
f o u r t h s tep o f t h e m o d e l , a s i n g l e i n d e x S T R A T A D D t e s t s t h e c o m m o n 
h y p o t h e s i s t h a t e n t e r p r i s e s w h i c h h a v e h i g h v a l u e a d d e d , h i g h s k i l l s 



c o r p o r a t e p l a n s a d o p t H P W O t o a g r e a t e r e x t e n t t h a n those p u r s u i n g cost 
based c o m p e t i t i v e s t r a t e g i e s . 7 

Results 
T h e r e s u l t s o f t h e a d o p t i o n m o d e l a re p r e s e n t e d i n T a b l e 3. W h i l e space 

l i m i t a t i o n s p r e v e n t d e t a i l e d e x a m i n a t i o n o f t h e c o n t r o l v a r i a b l e s , some 
i n t e r e s t i n g p o i n t s a re w o r t h m e n t i o n i n g . T h e coe f f i c i en t o n S K I L C O R E 
c o n f i r m s t h a t e s t a b l i s h m e n t s w i t h h i g h l y s k i l l e d core w o r k e r s are m u c h m o r e 
l i k e l y t o d i f fuse H P W O pract ices . T h i s i s u n s u r p r i s i n g g i v e n t h e g rea t e r s k i l l s 
needs i m p l i e d b y f l e x i b i l i t y a n d employee i n v o l v e m e n t , a n d is i n l i n e w i t h 
c o m p a r a b l e i n t e r n a t i o n a l r e sea rch ( O s t e r m a n , 1994, p . 182). E q u a l l y u n s u r ­
p r i s i n g g i v e n t h e case-s tudy ev idence o f w o r k p l a c e t r a n s f o r m a t i o n i n some 
e l ec t ron ic s p l a n t s i n I r e l a n d is t h e pos i t i ve a n d s i g n i f i c a n t coeff ic ient o n t h e 
v a r i a b l e E L E C . A l s o c o n s i s t e n t w i t h O s t e r m a n ' s f i n d i n g s , p a t e r n a l i s t i c 
m a n a g e m e n t s ty les have a pos i t i ve i n f luence . H o w e v e r , a d o p t i o n is u n r e l a t e d 
t o t h e s t r u c t u r a l measu res o f e s t a b l i s h m e n t size a n d age. 

A r i s e i n R 2 f r o m .36 t o .52 i n t h e second s tep o f t h e r e g r e s s i o n exercise 
i n d i c a t e s t h a t t h e c o l l e c t i v e effect o f t h e economic openness v a r i a b l e s i s 
s i g n i f i c a n t a t 1 p e r cent . W h e n I R L , U K a n d U S A are m e a s u r e d a g a i n s t a n 
o m i t t e d base c a t e g o r y , 8 t h e i r coe f f i c i en t s sugges t t h a t i n d i g e n o u s a n d 
A m e r i c a n o w n e d p l a n t s a re s i g n i f i c a n t l y g rea te r users o f H P W O prac t ices . I n 
c o n t r a s t , t h e coef f i c ien t o n t h e v a r i a b l e U K i s i n s i g n i f i c a n t a t c o n v e n t i o n a l 
leve ls . T h i s f i n d i n g i m p l i e s t h a t overseas o w n e r s h i p is a n i m p o r t a n t i n f luence 
o n I r i s h H P W O use . H o w e v e r t h e d i r e c t i o n a n d s t r e n g t h o f t h i s i n f l u e n c e 
d e p e n d o n t h e p rec i se o r i g i n o f t h e c o r p o r a t i o n . I n p a r t i c u l a r , U K o w n e d 
p l a n t s a p p e a r m o r e l i k e l y t o i m p o r t t r a d i t i o n a l o r g a n i s a t i o n a l f o r m s t h a n 
t h e i r m o r e i n n o v a t i v e U S o w n e d c o u n t e r p a r t s . O S E X P 1 , w h i c h measures t h e 
e x t e n t o f m a n a g e r s ' overseas exper ience within their corporation, sheds m o r e 
l i g h t o n t h e r e l a t i o n s h i p b e t w e e n M N C s a n d t h e i r subs id ia r i e s , a n d h o w t h i s 
affects H P W O d i f f u s i o n . P r o x y i n g for t h e use o f e x p a t r i a t e m a n a g e r s a n d 
overseas p l a c e m e n t s fo r h o s t c o u n t r y m a n a g e r s , i t s p o s i t i v e a n d s i g n i f i c a n t 
coe f f i c i en t sugges t s t h a t m u l t i n a t i o n a l s w h i c h f o l l o w g l o b a l m a n a g e m e n t 
s t r a t e g i e s a re m o r e ef fec t ive c a r r i e r s o f H P W O . I n o t h e r w o r d s , i t i s t hose 
M N C s w h i c h r e g a r d t h e i r p l a n t s as p a r t o f a n i n t e g r a t e d w o r l d - w i d e v a l u e -
a d d e d c h a i n t h a t a r e m o r e l i k e l y to be adop te r s o f w o r k p l a c e i n n o v a t i o n s . A t 

7. S T R A T A D D = The average of points given to variety, quality and service in response to the 
following question (see Osterman, 1994, p. 179): "If you assigned 100 points to the importance of 
competing on cost, on the same scale, how many points would you assign to the following goals 
for your establishment... Competing on variety, quality and service?" 

8. Omitted category consisted of one establishment from The Netherlands, two from Japan, 
three from Germany, and seven from an assortment of "other" countries. 



Table 3: OLS Model ofHPWO Adoption 

Variable Stepl Step 2 Step 3 Step 4 

Constant 98.783 160.913 278.537 303.855 
(.229) (.400) (.691) (.771) 

W O R K E R S .031 -.089 -.043 -.019 
(.328) (.983) (.505) (.226) 

A T Y P I C A L .117 .121 .155** .176** 
(1.305) (1.465) (1.993) .(2.300) 

Y R E S T .001 -.040 .075 -.090 
(.003) (.451) (.866) (1.055) 

F I N I N S -.188 -.114 -.179 -.173 
(1.424) (.905) (1.476) (1.462) 

E L E C .343*** .235* .278** .300** 
(3.209) (1.774) (2.189) (2.416) 

L O C A T I O N .164 .341*** .327*** .315*** 
(1.550) (3.256) (3.373) (3.327) 

S K I L C O R E .311*** .291*** .255*** .231*** 
(3.470) (3.539) (3.280) (3.021) 

G R A N T A I D -.177 -.199* -.176* -.125 
(1.501) (1.816) (1.719) (1.214) 

N U M C O M P S -.105 -.088 -.141* -.142* 
(1.113) (1.001) (1.713) (1.771) 

S T Y L E .191** .200** .245*** .259*** 
(2.060) (2.282) (2.946) (3.176) 

I R L .368** .373** .357** 
(2.258) (2.455) (2.401) 

U K .141 .211* .194 
(1.122) (1.779) (1.664) 

U S A .400*** .361*** .350*** 
(3.187) (3.032) (3.005) 

O S E X P 1 .146* .154* .163* 
(1.681) (1.784) (1.930) 

O S E X P 2 -.163* -.167* -.177** 
(1.810) (1.976) (2.139) 

E X P O R T S .369*** 377*** .330** 
(2.735) (2.895) (2.554) 

U N I O N -.363** -.352** 
(2.575) (2.557) 

R E C O G T U S .344** 341*** 
(2.611) (2.657) 

SUB1 .247*** .253*** 
(3.106) (3.252) 

I N D U N R S T .045 .040 
(.557) (.511) 



T a b l e 3 (cont 'd) : OLS Model of HPWO Adoption 

Variable Step 1 Step 2 Step 3 Step 4 

S T R A T A D D .168** 
(2.151) 

N 99 99 99 99 
R 2 .364 .516 .610 .634 
Adjusted R 2 .287 .415 .504 .527 
F 4.748*** 5.124*** 5.718*** 5.937*** 
F Change 4.748*** 4.021*** 4.437*** 4.628** 

Dependent Variable = H P W O . Absolute t-statistics in parentheses. ***Significant at .01, 
Significant at .05, Significant at .1. Pairwise deletion of missing values. 

t h e s a m e t i m e , O S E X P 2 , m e a s u r i n g t h e p e r c e n t a g e o f m a n a g e r s w i t h 
overseas e x p e r i e n c e outside t h e o r g a n i s a t i o n fo r w h i c h t h e y n o w w o r k , i s 
n e g a t i v e . T h u s t h e r e i s l i t t l e s u p p o r t fo r t h e h y p o t h e s i s t h a t m a n a g e r s ' 
e x p o s u r e t o H P W O w h i l e a b r o a d increases t h e l i k e l i h o o d t h a t t h e y w i l l be 
e f f ec t ive advoca t e s fo r t h e d i f f u s i o n o f s u c h p r ac t i c e s o n t h e i r r e t u r n t o 
I r e l a n d . 9 H o w e v e r , t h e s t r o n g p o s i t i v e r e l a t i o n s h i p b e t w e e n E X P O R T S a n d 
a d o p t i o n does s u p p o r t t h e n o t i o n t h a t d e m o n s t r a t i o n effects f r o m f o r e i g n 
adop te r s c a n i n f l u e n c e domes t i c i n n o v a t i o n levels , espec ia l ly as o v e r a l l l eve ls 
o f c o m p e t i t i o n a re c o n t r o l l e d for i n t h e f i r s t s tep o f t h e m o d e l . 1 0 

F o u r v a r i a b l e s t e s t i n g t h e i n f l u e n c e o f i n d u s t r i a l r e l a t i o n s o n H P W O use 
a re a d d e d i n E q u a t i o n 3. A g a i n t h e i r co l l ec t ive effect i s s i g n i f i c a n t a t 1 pe r 
cent . E x a m i n i n g each v a r i a b l e i n d i v i d u a l l y revea ls some i n t e r e s t i n g f i n d i n g s . 
T h e coef f ic ien t o n U N I O N i s nega t i ve , l a r g e , a n d s i gn i f i c an t . I n d e p e n d e n t o f 
s t r u c t u r a l i n f l u e n c e s l i k e s ize , age a n d sector , a n d o f r e l a t e d i n d u s t r i a l 
r e l a t i o n s fac tors e.g., u n i o n r e c o g n i t i o n a n d avoidance s t ra tegies , a 1 per cent 
i n c r e a s e i n core w o r k f o r c e u n i o n i s a t i o n i s a s soc ia ted w i t h a .4 p e r c e n t 
dec l ine i n H P W O use. H o w e v e r , t h e f i n d i n g t h a t , a l l t h i n g s equa l , u n i o n s are 

9. Once again however, any hypothesised effect is likely to depend on the venue of managers' 
foreign experience. Tayeb (1995) suggests that "high repertoire" nations offer greater demon­
stration effects. The survey did not collect information on where managers received their foreign 
experience, but, given the mobility of labour between Ireland and the apparently low repertoire 
U K , the possibility of managers' importing innovative techniques learned abroad cannot be 
discounted on this evidence. 

10. The possibility of simultaneity between H P W O and exports was raised by a conference 
delegate. In this situation it would be unclear whether exports caused or were caused by the 
adoption of innovative work practices. I f the latter were true, the model would artificially inflate 
the influence of exports. Intuitively, however, the former would seem more likely. The exporting 
decision is such a fundamental strategic objective that it is likely to drive operational practice 
rather than vice versa. This logic was verified by a Hausman (1978) test confirming causality to 
run from exports to H P W O use. 



n e g a t i v e l y associa ted w i t h w o r k sys tems i n n o v a t i o n , m u s t be q u a l i f i e d b y a n 
i m p o r t a n t cavea t . R E C O G T U S a n d S U B 1 , w h i c h m e a s u r e t h e t r a d e u n i o n 
r e c o g n i t i o n a n d i n c o r p o r a t i o n s t r a t e g i e s o f m a n a g e m e n t r e s p e c t i v e l y , a r e 
b o t h p o s i t i v e a n d s i g n i f i c a n t . These r e s u l t s suggest t h a t u n i o n r e s i s t ance t o 
H P W O c a n be overcome b y a p p r o p r i a t e m a n a g e m e n t a c t i o n . I n p a r t i c u l a r , 
w h e r e m a n a g e m e n t a c t i v e l y seeks t h e c o - o p e r a t i o n o f t r a d e u n i o n s f o r 
w o r k p l a c e change, o p p o s i t i o n f r o m o rgan i sed l a b o u r appears t o fade a w a y . I n 
o t h e r w o r d s , t h e o p p o s i t i o n a l s tance o f w o r k e r s i n some e s t a b l i s h m e n t s says 
as m u c h a b o u t t h e p r e v a i l i n g m a n a g e m e n t s t y l e as i t does a b o u t t h e 
b e h a v i o u r o f t r a d e u n i o n s . T h e message i s t h a t t h e g r e a t e r t h e t r a d e u n i o n 
voice i n corpora te change t h e l o w e r t h e p r o b a b i l i t y o f w o r k e r res i s tance . 

I N D U N R S T r e m a i n s i n s i g n i f i c a n t i n a l l e q u a t i o n s . T h i s m a y be because 
c a t h a r t i c effects o f p a s t c o n f l i c t s w h i c h pave t h e w a y f o r m u t u a l g a i n s 
e m p l o y m e n t p r a c t i c e s i n some e n t e r p r i s e s a re c a n c e l l i n g o u t c o n t i n u e d 
a d v e r s a r i a l r e l a t i o n s i n o thers . B u t t h e m o s t p l a u s i b l e e x p l a n a t i o n i s t h a t t h e 
r e l a t i v e l y peacefu l i n d u s t r i a l r e l a t i o n s c l i m a t e o f t h e p a s t decade o r so has 
l e d to a n y h i s t o r y o f u n r e s t w i t h i n e s t a b l i s h m e n t s h a v i n g a n e g l i g i b l e i m p a c t 
o n p r e sen t day w o r k e r - m a n a g e m e n t r e l a t i ons . 

F i n a l l y , t h e v a r i a b l e S T R A T A D D i s p o s i t i v e a n d s i g n i f i c a n t w h e n 
i n t r o d u c e d i n step four . T h i s c o n f i r m s t h a t e s t a b l i s h m e n t s p u r s u i n g t h e " h i g h 
r o a d " t o co rpora te success are m o r e l i k e l y to adop t i n n o v a t o r y w o r k prac t ices . 
I t a lso suggests t h a t m a n a g e r s have a f a i r degree o f d i s c r e t i o n i n t h e c o m ­
m e r c i a l a n d o r g a n i s a t i o n a l s t ra teg ies t h a t t h e y f o l l o w i r r e s p e c t i v e o f m a r k e t 
i m p e r a t i v e s a n d t h e w i d e r corpora te e n v i r o n m e n t . 

V I T H E L I N K B E T W E E N H P W O A N D H R M ; 
C O M P L E M E N T A R Y B U N D L E S 

M a n y c o m m e n t a t o r s a r g u e t h a t H P W O r e f o r m s w i l l n o t p r o d u c e b i g per­
f o r m a n c e ga ins un less employees are s u f f i c i e n t l y c o m p e t e n t a n d m o t i v a t e d t o 
opera te i n t h e n e w i n n o v a t i v e w o r k i n g e n v i r o n m e n t . F l e x i b i l i t y a n d employee 
i n v o l v e m e n t r e q u i r e w o r k e r s to deve lop w i d e r a n g i n g specif ic a n d g e n e r a l 
s k i l l s . I n t h e f o r m e r case, each e m p l o y e e m u s t l e a r n n o t o n l y m o r e o f 
t h e t r a d i t i o n a l core r o u t i n e s , b u t a lso m a i n t e n a n c e , q u a l i t y c o n t r o l a n d 
a d m i n i s t r a t i v e j obs p r e v i o u s l y p e r f o r m e d b y o t h e r g r o u p s . M o r e g e n e r a l l y , 
t h e y m u s t u n d e r s t a n d t h e m o d e r n o r g a n i s a t i o n a l p h i l o s o p h y , a n d deve lop 
c o m m u n i c a t i o n , p r o b l e m s o l v i n g a n d i n t e r p e r s o n a l s k i l l s . H P W O a lso 
d e m a n d s h i g h l y m o t i v a t e d w o r k e r s . F o r a s t a r t , t h e i r g r e a t e r i m p a c t o n 
economic p e r f o r m a n c e m e a n s t h a t w o r k e r s ' e f fo r t becomes m o r e i m p o r t a n t 
u n d e r H P W O . B r o a d e r j o b spec i f ica t ions r e q u i r e w o r k e r s t o be s u f f i c i e n t l y 
m o t i v a t e d t o w o r k " b e y o n d c o n t r a c t " a n d u n s u p e r v i s e d . F u r t h e r m o r e , t h e 



g r e a t e r h u m a n c a p i t a l i n v e s t m e n t s o f H P W O s m e a n t h a t t h e y m u s t m o t i v a t e 
t h e i r employees t o r e m a i n w i t h t h e f i r m . 

N e i t h e r s k i l l s n o r m o t i v a t i o n w i l l occur s p o n t a n e o u s l y h o w e v e r . T h e 
f o r m e r r e q u i r e w o r k e r s ' e f fo r t w h i l e t h e l a t t e r m a y be u n d e r m i n e d b y t h r e a t s 
t o pay , c o n d i t i o n s a n d j o b s e c u r i t y associated w i t h H P W O . Consequen t ly , i t i s 
h y p o t h e s i s e d t h a t H P W O a d o p t i o n w i l l be a c c o m p a n i e d b y h u m a n resource 
m a n a g e m e n t ( H R M ) p rac t i c e s s p e c i f i c a l l y d e s i g n e d to inc rease s k i l l s a n d 
m o t i v a t i o n ( A r t h u r , 1992 ; C a p p e l l i , 1995 ; C a p p e l l i a n d R o g o v s k y , 1994 ; 
H u s e l i d , 1995 ; I c h n i o w s k i a n d S h a w , 1995; K o c h a n a n d O s t e r m a n , 1995; 
M a c D u f f i e , 1995 ; M a c D u f f i e a n d K o c h a n , 1995; O s t e r m a n , 1994 , 1995; P i l 
a n d M a c D u f f i e , 1996) . 

I n t h i s p a p e r w e t e s t t h e a s soc i a t i on b e t w e e n H P W O a n d t h e f o l l o w i n g 
areas o f H R M : h i r i n g a n d se lec t ion; t r a i n i n g ; p a y m e n t sys tems; j o b s ecu r i t y ; 
p r o m o t i o n s ; e m p l o y e e v o i c e a n d s o c i a l i s a t i o n . F o l l o w i n g A r t h u r ( 1 9 9 2 , 
p . 497) ; Cooke (1994 , p . 603) ; M a c D u f f i e (1995 , p . 211) a n d O s t e r m a n (1994 , 
p p . 184-186) t h e s a m p l e i s t h e r e f o r e s p l i t i n t o t w o g roups : e s t a b l i s h m e n t s 
w h i c h h a v e i n v o l v e d a t l ea s t h a l f o f t h e i r core w o r k e r s i n t w o or m o r e o f t h e 
H P W O prac t i ces , a n d those w h i c h have n o t . T- tes ts are t h e n u s e d to compare 
di f ferences i n t h e g roups ' m e a n a d o p t i o n o f t h e specific H R M ind ices o u t l i n e d 
be low. 

Hiring and Selection 
B e c a u s e t h e e n v i r o n m e n t i s d e m a n d i n g a n d s u p e r v i s i o n i s d i f f i c u l t , 

H P W O s a re m o r e l i k e l y t o use r i g o r o u s se l ec t ion p rocedures i n a n e f fo r t t o 
r e d u c e m o r a l h a z a r d . M o r e o v e r , t h e i r n e e d for adap t ab l e w o r k e r s suggests 
t h a t t h e y w i l l e m p h a s i s e "soft s k i l l s " as h i r i n g c r i t e r i a . T h e i n d e x H I R I N G 
m e a s u r e s t h e r a n k i m p o r t a n c e o f t e a m w o r k i n g a b i l i t y a n d i n t e r p e r s o n a l 
s k i l l s as c r i t e r i a for se lec t ing w o r k e r s . 1 1 

Training 
H P W O e s t a b l i s h m e n t s a re h y p o t h e s i s e d t o m a k e g rea t e r i n v e s t m e n t s i n 

t r a i n i n g as, o n pape r a t leas t , t h e y r e q u i r e w o r k e r s to have m o r e f i r m specific 
s k i l l s ( S n e l l a n d D e a n , 1992, p . 469 , p . 473) . A w i d e r a n g e o f i n f o r m a t i o n was 
co l l ec t ed a n d a n i n d e x T R A I N , b r i n g i n g t o g e t h e r 14 separa te a c t i v i t i e s , w a s 
c o n s t r u c t e d t o s u m m a r i s e differences i n t r a i n i n g b e h a v i o u r b e t w e e n h i g h a n d 
l o w H P W O a d o p t e r s . 1 2 

11. Details of all index items and their construction are included in Appendix B. 
12. High H P W O adopters were significantly greater trainers on all dimensions except "days of 

training for core employees". Given that they included a greater number of core workers in 
training than did low H P W O adopters, but did not involve them for longer, training dispersion 
might be seen to be more equitable under high HPWO. 



Pay Systems 
I n o r d e r t o m o t i v a t e w o r k e r s t o accept H P W O , t o w o r k p r o d u c t i v e l y u n d e r 

t h e r e g i m e , a n d t o r e m a i n w i t h t h e e s t a b l i s h m e n t s u b s e q u e n t t o r e c e i v i n g 
H P W O r e l a t e d t r a i n i n g , i t i s asser ted t h a t i n c e n t i v e p a y schemes are l i k e l y t o 
a c c o m p a n y successful w o r k sys tems t r a n s f o r m a t i o n . A n i n d e x G R O U P P A Y 
m e a s u r i n g t h e use o f p r o f i t s h a r i n g a n d s tock o w n e r s h i p p l a n s i n s u r v e y e d 
e s t a b l i s h m e n t s t e s t s t h e a s s o c i a t i o n b e t w e e n H P W O a n d g r o u p b a s e d 
i n c e n t i v e s . T h e i n d e x I N D P A Y , c o m b i n i n g i n d i c a t o r s o f p a y - f o r - s k i l l s a n d 
d i s c r e t i o n a r y bonus schemes, i s also c o n s t r u c t e d t o t e s t fo r c o m p l e m e n t a r i t y 
b e t w e e n H P W O a n d i n d i v i d u a l i n c e n t i v e schemes. 

Job Security 
H P W O m a y be p e r c e i v e d as a t h r e a t t o w o r k e r s ' j o b s e c u r i t y because i t 

ra ises t h e p o s s i b i l i t y o f d o w n s i z i n g (cons tan t or i n c r e a s i n g o u t p u t u s i n g f ewer 
w o r k e r s ) . M a n y a u t h o r s the re fo re p r e d i c t t h a t e x p l i c i t or i m p l i c i t g u a r a n t e e s 
o f j o b s e c u r i t y w i l l be u s e d t o r educe employee r e s i s t ance to w o r k r e o r g a n ­
i s a t i o n ( C a p p e l l i , 1995; K o c h a n , K a t z , a n d M c K e r s i e , 1986; O s t e r m a n , 1994; 
I c h n i o w s k i a n d Shaw, 1995) . J O B S E C measu res e m p l o y e r s ' espoused l e v e l o f 
j o b s e c u r i t y u s i n g t h r e e i t e m s ; i n d i c a t o r s o f e x p l i c i t a n d o f i m p l i c i t g u a r a n ­
tees, a n d a r a t i n g o f t h e i m p o r t a n c e o f r e d u c i n g e m p l o y m e n t l eve l s r e l a t i v e t o 
a base goa l o f o t h e r w i s e c o n t r o l l i n g l a b o u r costs. 

J o b s e c u r i t y i s a lso e v a l u a t e d b y e x a m i n i n g i n s t i t u t i o n a l a r r a n g e m e n t s 
w h i c h g i v e i n c u m b e n t s " job o w n e r s h i p " r i g h t s . T h e s e i n c l u d e g r i e v a n c e 
p r o c e d u r e s w h i c h of fe r p r o t e c t i o n f r o m u n f a i r d i s m i s s a l a n d a v o i c e 
a l t e r n a t i v e t o q u i t t i n g , a n d s e n i o r i t y po l i c ies w h i c h r e i n f o r c e i n c u m b e n c y 
t h r o u g h l a s t i n - f i r s t o u t a n d p r e f e r e n t i a l r e c a l l r i g h t s etc. ( C a p p e l l i 1995 , 
p . 565 ; H u s e l i d 1995 , p . 657) . These e l e m e n t s a re c o m b i n e d i n t h e i n d e x 
J O B O W N . 

Promotion Systems 
A n eve rg reen i n H R M s tud ies i s t h a t t h e m o t i v a t i o n o f w o r k e r s i s l i n k e d t o 

t h e i r p r o m o t i o n prospec ts i n a n e s t a b l i s h m e n t ( C a p p e l l i , 1995 ; O s t e r m a n , 
1995) . T h e r e f o r e i t i s h y p o t h e s i s e d t h a t h i g h adop te r s o f H P W O are m o r e 
l i k e l y t o h a v e w e l l d e v e l o p e d i n t e r n a l a d v a n c e m e n t s y s t e m s . T h e i n d e x 
P R O M O T E charac te r i ses w o r k e r s ' m o b i l i t y p rospec ts w i t h i n e s t a b l i s h m e n t s , 
i n c l u d i n g a m e a s u r e o f t h e m i n i m u m t i m e i t w o u l d t a k e a n e x c e l l e n t core 
w o r k e r to r e a c h s u p e r v i s o r y l eve l . 

Employee Voice 
C h a n n e l s o f u p w a r d c o m m u n i c a t i o n a re expec ted t o i nc rease m o t i v a t i o n 

because t h e y g i v e w o r k e r s a n i n p u t i n t o dec i s ions w h i c h u l t i m a t e l y affect 



t h e m ( A r t h u r , 1992; H u s e l i d , 1995; K o c h a n , K a t z a n d M c K e r s i e , 1986) . T h e y 
a re t h e r e f o r e expec t ed to be p o s i t i v e l y associa ted w i t h H P W O . H o w e v e r , a 
d i s t i n c t i o n m u s t be d r a w n b e t w e e n t w o types o f employee voice. O n one h a n d , 
" emp loyee i n v o l v e m e n t " sy s t ems are n o r m a l l y i n i t i a t e d b y m a n a g e m e n t t o 
a ch i eve q u a l i t y , e f f i c i ency a n d respons iveness g a i n s b y s o l i c i t i n g w o r k e r s ' 
adv i s e o n j o b r e l a t e d m a t t e r s o n l y . O n t h e o t h e r h a n d , "employee p a r t i c i ­
p a t i o n " sys t ems are u s u a l l y i n i t i a t e d b y l a b o u r . R a t h e r t h a n j u s t c o n s u l t i n g 
w i t h w o r k e r s , t hese sys t ems g i v e t h e m dec i s i on m a k i n g r i g h t s o n a b r o a d 
r a n g e o f issues. E m p l o y e e i n v o l v e m e n t is m e a s u r e d b y t h e i n d e x E I w h i c h i s 
t h e f i r s t p r i n c i p l e c o m p o n e n t o f 3 i n d i c a t o r s ; r e g u l a r m e e t i n g s b e t w e e n 
m a n a g e m e n t a n d a l l w o r k e r s , r e g u l a r su rveys o n w o r k r e l a t e d issues , a n d 
s u g g e s t i o n schemes. E m p l o y e e p a r t i c i p a t i o n i s s u m m a r i s e d b y t h e i n d e x E P 
w h i c h c o m p r i s e s a n i n d i c a t o r fo r use o f a J C C w h i c h covers c o r p o r a t e 
s t r a t e g y a n d f i n a n c i a l p l a n s , a n d a m e a s u r e o f m a n a g e m e n t s ' p e r c e p t i o n o f 
t h e i m p o r t a n c e o f employee voice i n t h e i r f i n a l dec is ion m a k i n g . 

Socialisation 
P o l i c i e s t h a t r e d u c e s t a t u s d i s t i n c t i o n s b e t w e e n m a n a g e m e n t a n d core 

w o r k e r s m a y d i r e c t l y i m p r o v e m o t i v a t i o n a n d t h e ef f icacy o f e m p l o y e e 
i n v o l v e m e n t / p a r t i c i p a t i o n schemes ( M a c D u f f i e , 1995; P i l a n d M a c D u f f i e , 
1996 ; S n e l l a n d D e a n , 1992) . T h e i n d e x S T A T U S i n c l u d e s a d u m m y w h i c h 
m e a s u r e s t h e d i f f i c u l t y o f d i s t i n g u i s h i n g w o r k e r - m a n a g e m e n t s t a t u s 
dif ferences i n a t t i r e , offices, p e n s i o n r i g h t s , c o m p a n y cars a n d p a r k i n g . I t also 
i n c l u d e s a n i n d i c a t o r o f w h e t h e r or n o t b o t h g roups are p a i d a t t h e same t i m e 
i n t e r v a l s . 

Results 
T a b l e 4 sets o u t t h e o v e r a l l m e a n for each i n d e x l i s t e d above, a n d t h e 

g r o u p m e a n s for h i g h a n d l o w H P W O adopte rs . A s these f igu re s h a v e been 
s t a n d a r d i s e d fo r eas i e r i n t e r p r e t a t i o n , o v e r a l l m e a n s a l l e q u a l zero, a n d 
g r o u p m e a n s a re m e a s u r e d i n s t a n d a r d d e v i a t i o n u n i t s . T h e h y p o t h e s i s t h a t 
H P W O a n d H R M i n n o v a t i o n s are c o m p l e m e n t a r y is s t r o n g l y suppor t ed . I n a l l 
b u t t w o o f t h e p r a c t i c e s e x a m i n e d , h i g h H P W O a d o p t e r s a re a lso m o r e 
i n n o v a t i v e H R M use r s . T h i s c o n c l u s i o n i s c o n s i s t e n t w i t h i n t e r n a t i o n a l 
ev idence ( I c h n i o w s k i a n d S h a w , 1995; pp . 9-19, M a c D u f f i e , 1995, p . 2 1 1 ; a n d 
O s t e r m a n , 1994 , p . 185) , a n d suggests t h a t t h e i n t e r n a l l og ic w h i c h l i n k s 
w o r k i n n o v a t i o n s w i t h H R M m a y t r a n s c e n d c o n t r a s t i n g n a t i o n a l soc ia l a n d 
i n s t i t u t i o n a l s e t t i ngs . 

T h e t - s t a t i s t i c s i n T a b l e 4 i n d i c a t e t h a t t h e l a r g e s t d i f ferences b e t w e e n 
h i g h a n d l o w H P W O a d o p t e r s a re i n t h e use o f h i g h i n t e n s i t y t r a i n i n g 
sys t ems a n d emp loyee i n v o l v e m e n t m e c h a n i s m s e.g., m e e t i n g s , su rveys a n d 



sugges t ion schemes. T h i s is h a r d l y s u r p r i s i n g since t h e basic t h r u s t o f H P W O 
i n n o v a t i o n s i s to inc rease l a b o u r f l e x i b i l i t y a n d i n t e n s i f y i n f o r m a t i o n f l o w s 
b e t w e e n w o r k e r s a n d manager s . 

Tab le 4: Mean of HRM Indices, by HPWO Adoption Level 

Variable Mean, Mean Mean T-Statistic 
All Establishments High Adopters Low Adopters 

H I R I N G .000 .247 -.189 2.19** 
T R A I N .000 .520 -.380 4.68*** 
G R O U P P A Y .000 .253 -.192 2.18*** 
INDPAY .000 -.149 .113 1.32 
J O B S E C .000 .189 -.137 1.62 
J O B O W N .000 -.255 .197 2.42** 
P R O M O T E .000 .257 -.195 2.23** 
E I .000 .341 -.259 3.13*** 
E P .000 .260 -.215 2.36** 
S T A T U S .000 .258 -.196 2.32** 

High adopters: > = 50 per cent core workforce involved in 2 or more H P W O practices. 
Low adopters: < 50 per cent core involved in 2 or more practices. A l l indices 
standardised i.e., overall mean = 0. Index definitions in Appendix B. ***Significant at 
.01, **significant at .05. 

A t t h e same t i m e , t h e t ab le shows t h a t n o t a l l t h e H R M prac t ices i d e n t i f i e d 
as i m p o r t a n t a re a c t u a l l y assoc ia ted w i t h i n n o v a t i v e w o r k o r g a n i s a t i o n s . 
I n d i v i d u a l pe r fo rmance pay , for example , is n e g a t i v e l y r e l a t e d t o h i g h H P W O 
u s e . 1 3 T h e m o s t p l a u s i b l e e x p l a n a t i o n for t h i s r e s u l t is t h a t r e w a r d s based o n 
i n d i v i d u a l p e r f o r m a n c e c a n s o m e t i m e s p i t w o r k e r s a g a i n s t e a c h o t h e r , 
t h e r e b y c u t t i n g a g a i n s t t h e w i d e r objec t ive o f c r e a t i n g consensua l r e l a t i o n ­
sh ips i n s i d e t h e e n t e r p r i s e . F u r t h e r m o r e , desp i t e a h e a v y e m p h a s i s i n t h e 
l i t e r a t u r e , l i k e O s t e r m a n ( 1 9 9 4 , p . 185) , t h e s u r v e y f i n d s no s i g n i f i c a n t 
r e l a t i o n s h i p b e t w e e n j o b s e c u r i t y gua ran tees a n d h i g h H P W O use. T h i s m a y 
r e f l e c t t w o i n f l u e n c e s . F i r s t , w o r k e r s i n i n n o v a t i v e e s t a b l i s h m e n t s m a y 
c o n s i d e r t h a t H P W O a d o p t i o n i m p l i e s i n c r e a s e d r a t h e r t h a n r e d u c e d j o b 
s e c u r i t y as i s o f t en a s sumed . T h e i m p r o v e d economic p e r f o r m a n c e o f H P W O 
e s t a b l i s h m e n t s m a y be seen b y w o r k e r s as t h e bes t w a y t o secure t h e i r j obs . 
Second, h i g h e r i n v e s t m e n t s i n f i r m specific h u m a n c a p i t a l u n d e r H P W O m a y 
be seen as a n i n c e n t i v e fo r e m p l o y e r s to keep e x i s t i n g w o r k e r s . T h e o t h e r 
[ i n d i r e c t ] j o b s e c u r i t y i n d e x , m e a s u r i n g i n s t i t u t i o n a l aspects o f j o b o w n e r s h i p , 
i s n e g a t i v e l y associa ted w i t h h i g h H P W O a d o p t i o n a t 5 pe r cent . T h e m o s t 
obv ious e x p l a n a t i o n for t h i s i s t h a t t h e i n s t i t u t i o n a l m e c h a n i s m s assoc ia ted 

13. Although this relationship is not significant at conventional levels. 



w i t h t h e j o b o w n e r s h i p i n d e x J O B O W N , p a r t i c u l a r l y f o r m a l s e n i o r i t y a n d 
a u t o m a t i c service p r o m o t i o n s , are cons idered i n a p p r o p r i a t e l y r e s t r i c t i v e for a 
H P W O t h a t i s s e e k i n g g r ea t e r l a b o u r f l e x i b i l i t y . 

V I I C O N C L U S I O N S 

A n u m b e r o f k e y p o i n t s emerge f r o m t h i s ana lys i s . F i r s t , i t i s c lear t h a t t h e 
v a s t m a j o r i t y o f I r i s h f i r m s a re e x p e r i m e n t i n g w i t h w o r k p l a c e r e o r g a n i s a t i o n . 
I n d e e d , some 90 p e r cen t o f t h e s u r v e y e d e s t a b l i s h m e n t s r e p o r t e d u s i n g a t 
l eas t one o f t h e H P W O prac t ices to some degree. M o r e o v e r , i t i s c lear t h a t t h e 
m o r e i n t e n s i v e H P W O adopte rs are also m a k i n g c o m p l e m e n t a r y a d j u s t m e n t s 
t o t h e i r H R M sys tems . W i t h r e g a r d t o t h e b i g i n n o v a t o r s , w o r k p l a c e change 
appears t o be a n e o - S c h u m p e t a r i a n response to I r e l a n d ' s economic openness. 
T h u s , I r i s h e x p o r t e r s seem sens i t ive to a n d i n f l u e n c e d b y t h e o r g a n i s a t i o n a l 
r e f o r m s p u r s u e d b y f o r e i g n c o m p e t i t o r s . I n a d d i t i o n , M N C s , espec ia l ly those 
f o l l o w i n g e t h n o c e n t r i c g l o b a l m a n a g e m e n t s t ra teg ies , a re a c t i v e l y d i f f u s i n g 
a d v a n c e d e m p l o y m e n t sys tems i n I r e l a n d , g i v i n g a f u r t h e r boost to w o r k p l a c e 
r e f o r m . A l l i n a l l , t h e ev idence i s t h a t i m p o r t a n t , a n d i n some cases, f a r -
r e a c h i n g changes a re o c c u r r i n g t o g r o u n d - l e v e l employee r e l a t i o n s i n I r e l a n d . 
A s a r e s u l t , t h e i m p r o v e d economic p e r f o r m a n c e c u r r e n t l y b e i n g en joyed b y 
t h e c o u n t r y has s o l i d co rpora te f ounda t i ons . 
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A P P E N D I X A 

H P W O Prac t ice D e f i n i t i o n s 

TQM: A quality control approach that concentrates on getting things 
right first time and seeks to achieve constant improvements in 
products/services and processes through teamwork, communi­
cation, and the mobilisation of workers knowledge. 

J O B R O T A T I O N : Regular rotation of core workers between jobs. 

Q U A L I T Y C I R C L E S : Small groups of core employees led by a foreman/supervisor, 
which meet regularly to discuss and develop solutions to job 
related quality problems. 

T E A M W O R K I N G : Self-directed teams in which core employees have the 
autonomy to set their own pace and methods. 



A P P E N D I X B 

H R M I n d e x D e f i n i t i o n s a n d C o n s t r u c t i o n 

H I R I N G Standardised hiring and selection index: 
Importance of ability to work well in a team as a criterion for hiring 
core workers (5 = most important criterion, 1 = least important), 
+ Importance of interpersonal skills as hiring criterion for core 
(5 = most important, 1 = least important). 

G R O U P P A Y Standardised group based performance pay index: 
Profit sharing scheme?; (1 = yes, 0 = no), 
+ Employee stock ownership scheme?; (1 = yes, 0 = no). 

I N D P A Y Standardised individual based performance pay index: 
Pay-for-skills programme?; (1 = yes, 0 = no), 
+ Discretionary bonus scheme?; (1 = yes, 0 = no). 

J O B S E C Standardised espoused job security index = 1st principle component of 
following three items (PC weights in parentheses).., 
Importance of reducing employment relative to controlling labour 
costs in other ways; (0-999) * (.742), 
+ Implicit policy to prioritise job maintenance; (1 = yes, 0 = no) 
* (.746), 
+ Explicit no-layoff guarantee; (1 = yes, 0 = no) * (.041). 

J O B O W N Standardised institutional job protection index = 1st principle 
component of following three items (PC weights in parentheses)... 
Z(Importance of length of service for promotion; 4 = extremely 
important, 0 = unimportant) * (.757), 
+ Z(Formal grievance procedure?; 1 = yes, 0 = no) * (-.629), 
+ Z(Formal seniority promotion policy?; 1 = yes, 0 = no) * (.540). 

T R A I N Standardised overall training index = 1st principle component of 
following 14 items (PC weights in parentheses)... 
Z(Extent to which core receive training directed at promoting 
participation skills e.g. group problem solving; 4 = v. great, 0 = 
v. little) * (.698), 
+ Z(Extent to which core receive training directed at promoting 
flexible behaviour; 4 = v. great, 0 = v. little) * (.717), 
+ Z(Extent to which core receive training in non-specific skills not 
directly required for adequate execution of regular job tasks; 4 = 
v. great, 0 = v. little) * (.714), 
+ Z(% core who receive formal on-the-job training) * (.592), 
+ Z(Annual average days core spend on formal on-the-job training) 
* (.199), 
+ Z(% core who receive formal off-the-job training) * (.591), 



+ Z(Annual average days core spend on formal off-the-job training) 
* (.327), 
+ Z(% core who receive informal on-the-job training) * (.455), 
+ Z(Z(% managers who receive formal off-the-job training)) + 
(Z(Annual average days managers spend on formal off-the-job 
training)) * (.396), 
+ Z(Core receive statistics training?; 1 = yes, 0 = no) * (.555), 
+ Z(Extent to which core receive cross training; 4 = v. great, 0 = 
v. little) * (.364), 
+ Z(Extent to which off-the-job training is provided onsite; 4 = v. great, 
0 = v. little) * (.503), 
+ Z(Extent to which off-the-job training is provided by outsiders; 4 = 
v. great, 0 = v. little) * (.505), 
+ Z(Importance of increasing ski l l s relat ive to controlling 
wages/benefits; 0-999) * (.201). 

P R O M O T E Standardised promotions index = 1st principle component of the 
following four items (PC weights in parentheses)... 
Z(Importance of promoting from within; 4 = extremely important, 0 = 
unimportant) * (.041), 
+ Z(Importance of individual's performance for promotion; 4 = 
extremely important, 0 = unimportant) * (.504), 
+ Z(Formal performance evaluation system?; 1 = yes, 0 = no) * (.798), 
+ Z(Minimum years for excellent core worker to become supervisor?) 
* (-.674). 

E I Standardised employee involvement index = 1st principle component of 
following three items (PC weights is parentheses)... 
Regular meetings between management and all sections of the 
workforce?; (1 = yes, 0 = no) * (.509), 
Regular surveys/ballots of core workers' opinions on work related 
issues?; (1 = yes, 0 = no) * (.707), 

Anonymous suggestion scheme?; (1 = yes, 0 = no) * (.654). 

Standardised employee participation index: 
Z ( J C C which has remit to discuss corporate strategy and corporate 
financial plans; (1 = yes, 0 = no), 
+ Influence of upward communication systems in shaping 
management decisions; (4 = v. great, 0 = v. little). 
Standardised socialisation index: 
Z(Difficulty in distinguishing between core and management on basis 
of attire, office, car/car parking and pension rights; 1 = difficult, 0 = 
not difficult), 
+ Z(Management and core paid at same intervals?; 1 = yes, 0 = no). 

E P 

S T A T U S 




