
Abstract

ThesubjectofthispaperistoexaminehoweffectivetheHighPerformanceWork
PracticesareinChina.FollowingitsoperationaldefinitionbyOsterman(1994),I
collectedtheprimarydatafrom102firmsownedbyNon-ChineseCapitalsinmidland
China.Ifindthatin-houseeducationandtrainingleadtoestablishingofflexible
organization,andthis,inturn,contributestoachievebetterfirm levelfinancial
objectives.Ialsofindthatasharingofcorporatemissionbetweenemployerand
employeesenhancesemployees’motivationand/orjobsatisfaction.However,their
motivationlevelisnegativelycorrelatedwiththefirms’financialperformance,in
contrasttothecommonbehavioralhypothesis.Itisnoteworthythatmakingofhuman
resourcein-housereapsbetterbehavioralororganizationaloutcomes.Chinese
domesticfirmsmightfinditusefultolearnfrom thisinnovativehumanresource
managementtheaffiliatesofmultinationalfirmsimplementinChina.

WorkPracticesAsKeyforHighPerformance

Osterman(1994)surveyedmanagementpracticeswhichAmericanmanufacturing
firmshadimplemented.Itfindsthatabout35% ofestablishmentsuseteams,job
rotation,qualitycircles,andTotalQualityManagement,namely,“innovativework
practices,”fortheircoreworkforceinearly1990’s.Thishighusageofinnovativework
practicesmayexplaintherecoveryoftheAmericaneconomyinthe1990’s.Ichniowski
&others(1996),andIchniowski&Shaw(1999)relatethepracticeswithcorporate
levelperformance,andcallthem as“highperformanceworkpractice”(HPWP,
hereafter).
Usingthecross-nationalstudiesofautomotivemanufacturersintheworld,

MacDuffie(1995)analyzeswhethertheproductionefficiencyandtheproductquality
aredependentuponboththe“flexiblemanufacturingpolicies”andthebundleof
humanresourcemanagementpractices.Itfindsthattheworld-classautomotive
manufacturersgaintheircompetitivenessfromasetofhumanresourcemanagement
practices,suchasextensivetraining,team-basedworksystems,andcontingent
compensations,andtheusageofaleanproductionsystem.
Cappeli&Neumark(2001)proposesacarefulresearchplantoexaminethecausal
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relationshipsbetweenHPWP andcorporateperformance.Itisnoteworthythat
Japaneselarge-sizefirmsusuallyimplementelementsofHPWPandthattheIMV
Projectteam named the positive impactofthe practiceson corporate level
performanceasthe“Japaneffect.”Itmaynot,therefore,beappropriateforJapanese
managerstocallsuchcommonmanagementpracticesas“innovative.”Yet,the
practicesappeartocompriseabasisforoperationalinnovation(Hamel2007),andlate
comersinindustrymightcopyandcatchupthepredecessors.Therefore,itwouldbe
usefulforemployersinAsiatofindhowHPWPyieldsbetterperformanceatthelevel
ofhumanresourceortheorganization.Iintendtosharethefindingsofanempirical
studyIdidinthemidlandChina.

HypothesesandtheData

The findings ofPfeffer (1998),Osterman (1994),MacDuffie (1995),and
Rosenzweig and Nohria (1994) suggest the following hypothetical positive
relationshipsamonginnovativeHRM,behavioralperformance,andorganizational
characteristicsandperformance.
Hypothesis1:Goodhumanresourcemanagementwouldcontributetobuilda

flexibleorganization.
Hypothesis2:Good human resourcemanagement,togetherwith theflexible

organization,would havepositiveimpactson human resource
outcomes.

Hypothesis3:Good human resourcemanagement,togetherwith theflexible
organization,would have positive impacts on organizational
outcomes.

Figure1depictstherelationshipsamongoperationalvariables.
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Figure1 RelationshipsamongVariables
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Chineseemployerstendtohirejobapplicantswhohavesomeworkexperience,
leavingthosewithnoworkexperienceunemployedinexternallabormarkets.This
maybepartlybecausetheemployersusebureaucraticormechanisticorganizations,
andalsobecausetheytendtochoosecosteffectivebusinessstrategies.Employerstend
tobuyalreadymadehumanresourcesfrom externallabormarketsratherthan
developingthemwithintheirinternallabormarket.Itmaybe,then,enlighteningfor
someemployerstolearnthatinnovativehumanresourcemanagement,includingin-
househumanresourcedevelopment,yieldsbettercorporateperformance.
WhowouldintroducetheinnovativehumanresourcemanagementtoChina?The

transplantsofforeigncapitals,ofwhichparentfirmshavesomeexperienceinHPWP
outsidemainlandChina,mayserveasinnovatorswhentheyimplementnewhuman
resourcemanagementtotheiraffiliatesinChina.Later,Chinesedomesticfirmsmay
learnabouttheusefulnessofHPWPfromthetransplants.Thisdiffusionofinnovative
humanresourcemanagementwouldstrengthenthecompetitivenessofthefirmsin
China.Moreover,thefindingsinChinaabouttheeffectivenessofHPWPmayalso
interestfirmsin someotherAsian countries.Thisstudy,thus,examinesthe
effectivenessofHPWPinrelationtohumanresourceorfinancialoutcomesamongthe
affiliatesofforeigncapitalslocatedinmidlandChina.The102firmsownedbyforeign
capitalsinZhèngzhōu-city,HenanProvinceparticipatedinthequestionnairesurvey
inAugust-September2006i.
Osterman(1994)liststheconstructsofinnovativehumanresourcemanagement

orHPWPii,andIusethem inthisstudyofforeignownedcorporationslocatedin
China.Thehumanresourcemanagementvariablesincludecarefulhiring,education
&training,performancebasedpaywithrelativelyhighpaylevel.Ontopofthese,
sharingofcorporatemissionbetweentheemployerandtheemployeesisincludedas
O’Reiylly&Pfeffer(2000)andSchein(2004)assert.Iused1through5Likertscale,5
beingthebest,tomeasuretheabovementionedmanagementpracticesthatare
appliedtomorethanhalfofcoreemployees.

Thefactorofcarefulhiring(Cronbach’scoefficientα=.615)includeswrittentests,
interviews,andhealthexaminations.Educationandtrainingfactor(α=.782)includes
thetrainingperiodsofnewlyhiredandthatofalltheotheremployees,theshareof
coreemployeeswhotookOJT,Off-JT,andorientationsforoverseasassignees,the
percentageofcoreemployeesunderprogrammedjobrotations,andtheshareofmulti-
skilledcoreemployeesrelativetoallemployees.Thefactorofperformance-basedpay
(α=.616)includestheusageofpaysystemslinkedtoteam,corporate,orindividual
levelperformance,andtheextentofskillbasedpayments,whiletheotherpay
componentsarelinkagestoprevailingmarketrates,andallowancesforhousing,
medicalcareandthelike.Thefactorofsharedcorporatemission(α=.606)includes
threeitems;theextenttowhichemployeesidentifythemselveswiththeircorporate
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mission,thesharingofcorporatefinancialinformation,andthedelegationofdecision
makingauthorityregardingworktheyperform.
Theinterveningvariableofflexibleorganization (α=.744)iscomposed of

followingfour;thestock ofmulti-skilled coreemployees,participation ofcore
employeesinautonomoussmallgroupactivities,coreemployeesunderteamworking,
andthoseundertotalqualitymanagementscheme(TQM).Thecontrolvariablesare
yearsofoperationinthehostcountry,numberofexpatriatemanagersfromthehome
country,firm size,andtheJapanesedummy(value1fortheaffiliatesofJapanese
ownership,or0fornon-Japanese).
Thedependentvariableofhumanresourceoutcomesarecomposedoftwofactors,

motivationandsatisfaction:Commitmentlevels,cooperationamongemployees,and
employees’moralecomprisethemotivationfactor.Thesatisfactionfactorincludesjob
andorganizationalsatisfaction.Imeasuredtheorganizationaloutcomesbytwo
proxies,onesubjectiveevaluationscoresbymanagersconcerninggrowthrateoflabor
productivity,thatofsalesandprofits,anothertheachievementlevelsoftargets
concerningabovementionedthreeiii.Factorscoresafterprincipalcomponentanalyses
withpro-maxrotationswereusedinmultipleregressionanalyses.Figure1depictsthe
relationshipsamongoperationalvariables.Thecoefficientsoftheexplanatoryvariable
areexpectedtoassumepositivevalues.

RegressionResults

TheEquation1ofTable1showsthebetacoefficientsofthecontrolvariables.
LengthofoperationinChina(Yearssincestart-up)ispositiveandstatistically
significantat1%. TheEquation2showsthatthehumanresourcevariableof
educationandtrainingispositiveandstatisticallysignificantat1%whenitcomesto

180 ShozoINOUYE

Table1.RegressionCoefficientsofFlexibleOrganization

Equation2Equation1

.120.308**
.243╉
.148
.198

ControlVariables
Yearssincestart-up
NumberofExpats
Firmsize
JapanDummy

-.047
.112
.678**
.011

IndependentVariables
Sharingofmission
Carefulhiring
Education&Training
Performancepayments

.495.189AdjustedR2

DependentVariable;Flexibleorganization,
**p<.01,╉p<.10



establishingaflexibleorganization.Thestructuredmultipleregressionresultsupport
thehypothesis1,thoughitiseducationandtrainingalonethatisstatistically
significantwhilealltheotherindependentvariablesarenot.

Table2showsthatthemoresharingofcorporatemissionswithemployees,the
higherthemotivation orsatisfaction.Alltheotherhuman resourcevariables,
estimated by structured multiple regressions,are notstatistically significant,
supportinginpartthehypothesis2.Table3showsthatperformance-basedpayyields
betterorganizationaloutcomesthataremeasuredbythelevelsoftargetsachieved.
Further,theperformanceishigherwhentheflexibleorganizationvariableisincluded,
whichsupportsthehypothesis3.

Howabouttherelationshipsbetweenthehumanresourceandtheorganizational
outcomes?Thecorrelationcoefficientsbetweenthesatisfactionfactorscoresand
financialoutcomesturnouttobenegative(-.216*)andstatisticallysignificantat5%,
whilethemotivationvariableandtheorganizationaloutcomesdonotshow a
statisticallysignificantrelationship.

Itisinterestingtonotethatthedifferentcomponentsofhumanresource
managementexplainhumanresourceandfinancialoutcomes.Thismaybebecause
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Table2.RegressionCoefficientsofHumanResourceOutcomes

ii.JobSatisfactioni.Motivation

Equation2Equation1Equation2Equation1

.545**
-.065
.198
-.012

.545**
-.062
.197

.617**
-.024
.135
-.126

.619**
-.056
.125

Sharingofmission
Carefulhiring
Performance-basedpay
Flexibleorganization

.274.296.334.339AdjustedR2

DependentVariable;i.Motivation,ii.JobSatisfaction.**p<.01

Table3.StructuredRegressionCoefficientsofOrganizationalPerformance

Equation2Equation1

-.124
-.168
.354**

.228**

-.129
-.083
.386**
-.046

Sharingofmission
Carefulhiring
Performance-basedpay
Education&Training
Flexibleorganization

.164.118AdjustedR2

DependentVariable;organizationalperformance,
**p<.01



firmsareintheprocessofstrengtheningHPWPandinnovativehumanresource
managementisnotforgedintoonebundleofHRM system yet.Moreover,Chinese
workersarehard working tofulfilltheirtargetsbethey motivated ornot.
Managementcontrolmightstillbetheretoachievethefinancialtargets.Thereseem
tobeneedstoadvancehumanresourcemanagementamongtransplants.

Discussions

ThissmallscalestudyofforeignownedfirmsinmidlandChinashowsthatsome
componentsofinnovativehumanresourcemanagementenhancehumanresourceor
financialoutcomes.ThefindingconformswiththeearlierworkofBecker&Gerhart
(1996)or,tosomeextent,thesummerybyJiangetals.(2011).
Sharingofcorporatemissionswithemployeesorimplementingin-housetraining

andeducationmayhelpbuildhumanresourcearchitecturethatarespecifictothe
transplantsasBecker(1993)andWilliamson(1975)postulate.Theadditionalcosts
incidentaltothein-househumanresourcedevelopmentarelikelytobemetwith
betterperformanceofcoreemployees.CompilationofsimilarstudiesofHPWPin
ChinawouldpersuadeChineseemployerstogiveamoreseriouslookonthebusiness
modelofmakingspecifichumanresourcewithintheirfirm.Foreign-ownedfirms
locatedinChinamayserveascatalyststhatinnovatehumanresourcedevelopment.

182 ShozoINOUYE

i SongDang,aResearchAssistantdistributedthestructuredquestionnairestothetop
managerswhoattendedtheannualgeneralassemblyofForeignCapitalsAssociation,
Zhèngzhōu-city.TheanswerswereaddressedtotheAssociationoffice.Therewere2,876
foreignfirmsinthecityasof2005.MajorinvestorsarefromJapan,theUSA,EU,andSE
Asia(seeAppendix1).

iiYoundtetals.(1996)alsosummarizesbesthumanresourcepractices.But,Osterman(1994)is
convenienttooperationalizesurveyquestionstomeasureHPWP.

iiiRespondents’subjectiveevaluationson theorganizationalperformancecomprised the
dependentvariablestoavoiddifficultiesinsecuringfinancialperformancedatafromChinese
managers.Afive-pointLikertscalemeasuredallthevariables,5being“thehighest.”
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Appendix1.CompaniesbyOwnership

TotalOthersAfricaKoreaSE
AsiaEUUSJapanTaiwanHong

KongType

2821355363100%Owned
JointVenture

25312243310Primary
Investor

4512349221Secondary
Investor

321Tertiary
Investor

1015149131215835Total

Appendix2.FirmsbyNumberofEmployees
%

18.6500&over
17.8300-499
29.1100-299
34.4Lessthan100
100.0

(96firms)Total
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Appendix3.ManufacturingFirms
byIndustryClassification

16Food

9Machinery

8Electric

6Electronic,
Precisionequipment

6Textile

7Chemical

6Medical,Pharmaceutical

4Metal

3Paper

29OtherProduction

94Total

Appendix4.DistributionofFirms
byYearsofOperationinChina

％Years
31.71～4

27.25～9

29.310～14

9.815～
(Totalnumberoffirms;92)

Appendix5.MajorReasonsforFDIinChina

48Localmarkets

14Laborcostsaving

13FollowtheParentfirm

8Exporttothemothercountry

5Exporttothethirdcountry

4Others

92Total

Appendix6.CompetitionStrategiesbyInvestors’Nationality

TotalQualityCost

15(100)12(80)3(20.0)Japaneseaffiliates

83(100)48(57.8)35(42.2)Non-Japaneseaffiliates

98(100)60(61.2)38(38.8)Total
%inparentheses.
Exactteststatistic;.088(d.f.=1,N=98)
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革新的な人材マネジメントの中国企業への移転：外資による経営革新

井 上 詔 三

全社的な経営戦略を実現するために企業の機能分野が首尾一貫して連動していなければならないと
いう主張は，高い業績を達成する人材のマネジメント（Highperformanceworkpractices，略して
HPWP）とよばれている。このHPWPが在来型の人事・労務管理をしていた企業に導入され定着して
いくならば，それは人材マネジメント（HRM）における革新と呼ぶに値する。そこで本稿では，多国
籍企業が中国本土に直接投資をする際，HPWPを持ち込むことで革新の担い手となり，より良い経営
成果を上げるはずだという仮説をテストした。中国中央部に位置する河南省鄭州市外資局が誘致した
外資企業１００社から収集した第１次資料の多変量解析結果から，次のことを明らかにした。
HPWPの構成要素はシステムとして統合されているとは言い難い。採用～訓練～報酬の人事機能

が，独立した管理活動として実践されているようだ。ただし，企業内で人材育成に投資している企業
では，柔軟で新しい組織づくりに成功している。更に，柔軟な組織を備えた企業は，企業の財務達成
目標をより良く実現している。HPWPの要素がより良い組織成果を上げているわけである。また，人
材面の成果としては，企業のミッションが共有されていれば，働き手のモチベーションあるいは満足
度が高く，仮説を支持する結果を得た。しかしながら，モチベーションと組織成果には統計的に有意
な関係は見られない。さらに，働き手の満足度と組織成果は負で統計的に有意の相関を示した。企業
は高い成果を上げているものの，働き手は不満足ということで，HRMの先行研究の発見とは相いれな
い結果となった。
このように，先行研究と相いれない発見を一部含んではいるが，人材に投資をすることが経営成果

の向上をもたらすという外資企業による発見は，外部労働市場への依存度の高い中国地場企業に，新
たな人材戦略を示唆しているといえよう。


