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The empirical verification of the relationship 
between high performance work practices 
(HPWPs) and firm performance has been 
one of the key topics in the strategic human 
resource management (strategic HRM) lit-
erature for the past 25 years. The first large-
scale investigation was undertaken in 
[Huselid, 1995], which confirmed an impact 
of HPWPs on both intermediate employee 
outcomes (turnover and productivity) and 
corporate financial performance of large 
national US firms. At the present time, there 
is a considerable number of empirical studies 
on strategic HRM in developed markets (e.g., 

[Richard, Johnson, 2001; Harris, Ogbonna, 
2001; Stavrou, Brewster, 2005]). Special at-
tention is given here to [Lengnick-Hall et al., 
2009] explaining contingency perspectives 
and fit, shifting from a focus on managing 
people to creating strategic contributions, 
elaborating HR system components and struc-
ture, expanding the scope of strategic HRM, 
achieving HR system implementation and ex-
ecution, measuring outcomes of strategic HRM 
and evaluating methodological issues. The term 
high performance work system is used to explain 
the positive impact of HRM practices on or-
ganizational outcomes. Meanwhile, due to con-
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fusing definitions, unjustified assertions and 
weakness in research methods [Boxall, 2012, 
p. 170], HPWS is becoming a fuzzy phenom-
enon in which three concepts are loosely tied 
together: performance, systemic effects, and 
work practices of some kind [Boxall, Macky, 
2007].

The present study follows the idea that 
bundles of HRM practices have an impact on 
the achievement of HRM objectives and firm 
performance [Hauff, Alewell, Hansen, 2014, 
p. 425]. At the same time, the composition 
of these practices will show contextual vari-
ations based primarily on institutional envi-
ronment, including the national legal system 
and cultural foundations. We agree with the 
idea that HRM practices lead to multiple 
outcomes, and these outcomes can be achieved 
by multiple combinations of HRM practices 
[Delery, 1998]. For this reason, in our research 
we investigate the relationship between spe-
cific HRM practices and two firm-level out-
comes.

The paper seeks to contribute to the debate 
in the field of strategic HRM in the following 
way. We focus on the IT sector of two emerg-
ing markets, Russia and India. IT is one of 
the fast-growing knowledge-intensive indus-
tries worldwide. In the new economy, IT plays 
a key role in creating, accumulating and dis-
seminating knowledge to enhance the com-
petitiveness of developed and developing 
countries. A number of studies show that the 
IT industry worldwide is quite sensitive to 
changes in social and economic environment. 
One of the key external factors affecting the 
outcomes of IT companies is the labor market, 
and particularly the deficiency of IT profes-
sionals. In these conditions the strategic goal 
of IT companies is to establish such HPWS 
that will provide an efficient recruitment, 
utilization and retention of employees.

Our research design is based on the assump-
tion that IT companies both in Russia and India 
use HPWPs, which, in turn, contribute to or-
ganizational performance. Meanwhile, the 
combination of these practices for each coun-
try is different and conditioned by the insti-
tutional context. Thus, we stick with the 

bundling approach and agree with the idea 
that there may be a number of possible com-
binations or configurations of practices which 
will lead to high performance [Guest, 1997]. 
In other words, these combinations, rather 
than individual practices by themselves, yield 
major benefits [Delery, Gupta, 2016]. We make 
use of a well-known European quality standard 
“Investors in people” (IiP) applied in developed 
countries as a framework for the assessment 
of an HRM system in organizations by com-
paring it with the Russian and Indian IT com-
panies’ HRM systems. Additionally, we iden-
tify those HPWPs that impact performance 
of Russian and Indian IT companies.

Thus, we formulate the following research 
questions.

Research question 1. What types of HPWSs 
are used by Russian and Indian IT companies?

Research question 2. What is the relation-
ship between HPWSs and performance of 
Russian and Indian IT companies?

The article is divided into four sections. 
We start with a theoretical background on 
HPWSs. The review of the IT industry de-
velopment in Russia and India is done, and 
the previous studies of HRM practices in IT 
companies in Russia and India are considered. 
Next, we discuss the research methodology, 
including the data collection and measures. 
Then, we present the main results of our 
empirical study. Finally, we provide the dis-
cussion of the contribution of our findings.

1. THEORETICAl bACKGROUND

An HR system as such is an important stra-
tegic asset [Becker, Huselid, 2006]: it is a 
source of value creation in the subsequent 
HR outcomes with a high level of inimitabil-
ity and immobility. The HR systems that 
enhance employee competencies, commitment 
and productivity are considered as HPWSs 
[Posthuma et al., 2013]. The idea of HPWSs 
is based on a bundle perspective where a set 
of interrelated, internally consistent and 
mutually supportive HRM practices could 



237High-performance work systems in Russian and Indian IT companies

РЖМ 18 (2): 235–254 (2020)

contribute to superior outcomes. Not all the 
configurations (bundles) of HRM are equal-
ly effective: some configurations are clearly 
better at enhancing different organization-
al outcomes. Bundles are specific combina-
tions of HR practices which generate higher 
business performance, but these combina-
tions will vary by organisational context 
[Richardson, Thompson, 1999]. Organizational 
outcomes could cover improvement in work 
attitudes (employee satisfaction, commitment, 
trust, motivation), behavior (employee turn-
over, absence), productivity and quality of 
services and products [Paauwe, Boselie, 2005]. 
“The logic in favour of bundling is straight-
forward… Since employee performance is a 
function of both ability and motivation, it 
makes sense to have practices aimed at en-
hancing both” [Dyer, Reeves, 1995, p. 657]. 
In the modern sense of the term, these prac-
tices are divided into three dimensions: skill 
enhancing, motivation enhancing and op-
portunity enhancing. Each group of prac-
tices has a particular impact on intellectual 
capital resources (human capital, social cap-
ital and organizational capital), hence indi-
rectly being the source of a competitive ad-
vantage of the firm.

Different synergistic HRM practices con-
struct specific HPWSs. [Walton, 1985] pro-
posed the dichotomy of control and commit-
ment HRM systems. Control and commitment 
are two distinct approaches in which em-
ployee attitudes and behaviors can be influ-
enced [Arthur, 1994]. The goal of the control 
or high-performance HRM system is to “es-
tablish order, exercise control, and achieve 
efficiency in the application of the workforce” 
[Walton, 1985, p. 78]. This traditional system 
is associated with mass production. The main 
attributes of the control HRM system are 
high labour specialization, fixed task assign-
ments, direct control, formal organization-
al structure, low level of employee participa-
tion in a decision-making process and giving 
specific training to employees [Walton, 1985; 
Arthur, 1994].

High commitment management is “a form 
of management which is aimed at eliciting 

a commitment so that behaviour is primar-
ily self-regulated rather than controlled by 
sanctions and pressures external to the in-
dividual, and relations within the organiza-
tion are based on high levels of trust” [Wood, 
1996, p. 41]. Hence the commitment HRM 
system is aimed at finding the balance be-
tween employee interests and organization-
al goals. The main attributes of the commit-
ment HRM system are flexible work design, 
comparatively high involvement of employ-
ees in a decision-making process, indirect 
supervision, informal organizational struc-
ture, job rotation, regular quality circles 
and giving general training to employees 
[Walton, 1985; Arthur, 1994].

Contemporary studies on strategic HRM 
[Armstrong, 2006; Edwards, Wright, 2001] 
distinguish one more system called a high-
involvement HRM system. In that system 
employees are perceived as partners of the 
company whose interests are respected and 
who have a voice on matters that concern 
them [Armstrong, 2006]. The core attrib-
utes of the high-involvement HRM system 
[Edwards, Wright, 2001] are schemes to 
promote employee discretion and autonomy 
such as formally designated teamworking, 
quality circles or problem-solving groups; 
systems of communication that allow for 
upward communication of employee sug-
gestions as well as downward communica-
tion from management; and serious atten-
tion to developing employee skills [Becker, 
Huselid, 2006].

1.1. Russian and Indian IT sector

Knowledge-intensive companies are the or-
ganizations whose primary value-added ac-
tivities consist of accumulation, creation or 
dissemination of knowledge for the purpose of 
developing a customized service [Bettencourt 
et al., 2002]. They usually show superior in-
novation competences and develop new routines 
to improve products and processes, are able 
to create innovations in products and pro-
cesses, hence, obtaining higher levels of firm 
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performance. Being knowledge-intensive, the 
contemporary global IT industry deals with 
high technology, and relies on some consid-
erable investments in research and develop-
ment and innovation.

Despite the positive forecasts for rapid 
growth of the Russian IT market in 2015–
2020, it has slowed down due to recent po-
litical and regulatory pressures (the conflict 
in Ukraine and subsequent economic sanc-
tions). The weak diversification (high depend-
ence on the energy sector and energy price 
fluctuations) is also a serious constraint on 
the development of the national economy 
and the IT sector in particular. 

Meanwhile, the Russian government is 
developing a favorable environment for IT 
companies, for instance, by launching Science 
& Technology Parks (8 out of 30 across the 
country are IT parks). On average, the IT 
industry generates $10 bn per year. However, 
despite the large volumes of export and the 
overall profitability of the IT sector, its ab-
solute contribution to the total Russian GDP 
had only reached 1.5% by the end of 2014 
[Titorenko, 1999]. At the same time, in de-
veloped economies the IT industry has a 
higher level of contribution to the total GDP: 
in the USA — 5%, in Germany — 3%, in 
France — 2.5%.

Despite the problem of growth and de-
velopment of the IT market in Russia, the 
local IT labor market remains highly com-
petitive. The key features of the Russian 
IT labor market are its concentration in the 
Moscow region, implementation of flexible 
working practices, gender misbalance (lack 
of female IT professionals) and a high lev-
el of geographical mobility of IT profes-
sionals. Many IT companies in Russia are 
in an ongoing search for employees, since 
they are launching new projects and prod-
ucts all the time. For example, Kaspersky 
Lab (information security company) recruits 
employees with strong competencies in the 
IT sphere (C, C#, C++, Python, Javascript). 
It cooperates with the leading universities 
of Russia, although many young specialists 
lack real experience. The national IT labor 

market has a growing demand for a number 
of highly qualified IT professionals, and a 
surplus of specialists with insufficient com-
petencies. 

To cope with the problem of insufficient avail-
ability of qualified employees many IT companies 
cooperate with external training centres and 
universities. For example, Technosev, the larg-
est Russian system integrator, interacts with 
several training centers in Russia, the USA 
and Europe: their specialists regularly take 
part in technical training on vendor solu-
tions  — Dell EMC, SAP, Huawei, Juniper. 
ABBYY, a global leader in content IQ, coop-
erates with the Moscow Institute of Physics 
and Technology and other leading specialized 
Russian universities.

Another solution is to use an internal train-
ing provider. For example, Mirapolis, a pro-
vider of comprehensive IT solutions, launched 
its own training centre in 2018 providing 
training activities to the employees as well 
as external training services. Digital design 
has its own IT university providing such 
programs as an analytics school and a system 
engineer school. Croc, a large Russian IT 
service provider and systems integrator, has 
been engaged in career guidance for school-
children and students in IT for ten years. 
The company helps them to build a profes-
sional track from school through the right 
university to a particular industry. One of 
the well-known projects by Croc on develop-
ing basic IT competencies in secondary school 
is called “School of IT solutions”. Within 
several months the participants work out IT 
projects under the guidance of experts. This 
project is also supported by Cisco, Yandex, 
Kaspersky Lab.

The IT sector in India emerged in 1967 at 
Mumbai and achieved the significant growth 
within 1970–2000. It witnessed the start of 
software exports, the setting up of software 
technology parks along with the evolution of 
offshore companies and the entry of foreign 
multinational corporations [Cherian, Kama-
lanabhan, 2019].

India’s IT companies are mainly concen-
trated in 7 cities: Bangalore (Karnataka), 
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Mumbai (Maharashtra), Hyderabad (Andhra 
Pradesh), Pune (Maharashtra), Kolkata (West 
Bengal), Gurgaon (Harijana) and Noida (Uttar 
Pradesh).

In general, the situation looks contradic-
tory. India is a country of IT operations, due 
to extremely low labour costs, service out-
sourcing is rapidly developing here, which is 
increasingly tightening the requirements for 
employees. A study conducted by National 
Institute of Mental Health and Neuroscience 
(NIMHANS)1 in Bangalore, provided the fol-
lowing data: more than 36% of technicians 
have severe mental disorders. 1 out of 20 IT 
professionals seriously think about suicide, 
27.6% of IT workers are addicted to various 
drugs. Suicide, health problems, family con-
flicts due to the strongest pressure at work 
and long, unregulated working days seri-
ously distort personal relationships. 14–18 
hours of daily work in an office is considered 
the perfect norm in the IT industry. Indian 
IT professionals are experiencing problems 
related to stress, sexual and racial abuse, and 
dissatisfaction at work [Budhwar, Luthar, 
Bhatnagar, 2006]. It all leads to high turno-
ver and attrition rates, misbalance between 
demand and supply of IT specialists, supple-
mentary recruiting and training expenses. 
At the same time, Indian IT companies expect 
from the applicants a high level of technical 
expertise as well as professional flexibility, 
learning agility and customer orientation. 
Meanwhile, the talented professionals require 
from the employers not only an attractive 
salary and benefits, but also continuous learn-
ing, career and professional growth oppor-
tunities, challenging tasks [Cherian, Kama-
lanabhan, 2019]. Overall, although there is 
a large pool of local labor for the Indian IT 
industry, the competencies of most of them 
are still lacking by international standards 
[Thite, Budhwar, Wilkinson, 2014]. 

In addition, the country’s IT sector is fo-
cused on fulfilling international orders in 
prejudice of the national IT industry develop-

1 URL: http://nimhans.ac.in/ (accessed: 01.06. 
2020).

ment. Therefore, the country’s prospects in 
IT are closely related to overcoming poverty, 
reducing administrative barriers and chang-
ing investors’ focus from exploiting their 
human resources (both as IT workers and 
consumers) to the development of the envi-
ronment and consumer demand.

Summing up the analytical review above, 
it can be concluded that both Russian and 
Indian labor markets are mainly concentrat-
ed in large cities, and the problem of defi-
ciency of highly qualified IT professionals 
presses the employers to implement new ap-
proaches to managing their human resourc-
es. 

1.2. HRM in Russian and Indian IT 
companies

Researchers who have studied the HRM 
system in Russian companies believe that 
current HRM practices are strongly af-
fected by the Soviet heritage and modern 
western HRM models [Fey, Denison, 2003; 
Zavyalova, Kosheleva, Ardichvili, 2011; 
Morley, Minbaeva, Michailova, 2012]. The 
HRM practices in Russian firms are full 
of contradictions: low/high wage differen-
tiation, large/limited number of benefits, 
weak/strong relationship between individ-
ual performance and remuneration, long-
term systematic/short-term spontaneous 
training and development [Andreeva et al., 
2014]. The studies also suggest that the 
existing HRM system in Russian companies 
still has a short-term administrative focus 
[Ardichvili, Dirani, 2005]. The Russian 
HRM system is described by such attributes 
as an authoritarian leadership, concentra-
tion of decision-making at the top level, 
lack of employees’ rights protection, poor 
formalization of employees’ performance as-
sessment, small share of officially guaranteed 
payment, unwillingness to invest in personnel. 

There are a number of studies on HRM 
practices in Russian MNCs and national in-
dustrial enterprises; however, very few of 
them survey IT firms. At the same time, HR 
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portals and websites publish analytics and 
interviews with HR practitioners from IT 
companies.

The largest IT company in Russia is “Rostec 
State Corporation” established in 2007 to 
produce, develop and export high-tech in-
dustrial civilian and military products. It 
consists of more than 700 organizations, 
of which currently 14 holding companies 
are formed. O. Malashkina, head of the HR 
direction in the Shvabe holding of the Rostec 
State Corpo-ration, presented the relevant 
HRM tools: strategic and tactical workforce 
planning in accordance with the business 
strategy, development of competency frame-
works, research in industrial wage and ben-
efits, analysis of the efficiency of the human 
resources allocation in the organizations of 
the holding.

Practitioners state that recruitment and 
selection of IT specialists are not regular tasks 
for HR managers since the traditional meth-
ods are not always used here. A. Palekhova, 
head of the branch at the iChar recruiting 
agency, points out that the most effective ways 
for searching IT candidates are social net-
works (Telegram channels related to IT ar-
eas, LinkedIn, VKontakte, Facebook, Github — 
a network for IT professionals). Job sites (hh.
ru, job.ru) and professional associations, IT 
conferences, forums and groups are less ef-
fective as they produce a low response from 
candidates. 

Problems of HR development in an IT com-
pany, according to the opinion of experts from 
the recruitment agency Luxoft-personnel, in-
clude a decrease in the amount of training 
and development investments; low level of 
employees’ motivation and performance; lack 
of professional competencies. Furthermore, 
unclear reward processes lead to high staff 
turnover. The salary of IT specialists who 
have been “cultivated” in the organization 
since its launch is not attractive since it does 
not differ much from that of others. Some 
authors believe that in IT companies the re-
ward system should be based on intellectual 
investments and individual contribution of 
each IT professional; besides, a transparent 

system of bonuses for the project is to be 
implemented [Krylov, Kozlyaeva, Krylova, 
2016].

One of the main tasks for an IT company 
is to retain highly qualified IT professionals. 
Many Russian IT firms provide continuous 
training and development programs for the 
employees and implement internships for 
students (Yandex, Mail.ru Group, Kaspersky 
Lab). Training and development programs 
are not only aimed to promote employees, but 
also to increase their loyalty to the company

The previous research [Zavyalova, Kucherov, 
Tsybova, 2018] revealed that successful Russian 
IT companies delivered high-quality products 
and services to customers. Their high-qual-
ity and high-productivity orientation was 
based on a strategic approach to managing 
their human resources through investing in 
training and developing professionals. This 
allows us to assume that these companies 
have a hybrid HRM system, consisting of 
both high-performance and high-involvement 
HRM practices.

Practitioners are unanimous in their opin-
ion about the significant differences in the 
working behavior of Russian and Indian IT 
workers and related management practices. 
According to E. Griva, there is no integration 
of Indians into the corporate culture of any 
company. Indians fulfill established require-
ments while remaining process-oriented, 
preaching contemplative approach to life, 
clearly observing the hierarchy and distribu-
tion of official duties, good-natured, never 
saying “no” and not going to conflict, prone 
to harmony more than to self-expression and 
development motivation [Griva, 2014]. These 
qualities largely determine the difficulty in 
building employee selection, reward system, 
job hierarchy, reporting. According to the E. 
Griva, in India it is not customary to use the 
indicator of labor productivity per employee, 
since often there is no data on the exact num-
ber of personnel.

A review of the literature published on 
HR-related research in India (e.g., [Budhwar, 
Varma, 2010]) reveals that scholars have been 
pursuing research on a variety of India-related 
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HR issues, such as evolution of the Indian 
personnel function [Sparrow, Budhwar, 1997], 
the role of unions and industrial relations in 
the new economic environment [Ratnam, 1998], 
factors determining HRM and organization-
al commitment [Sparrow, Budhwar, 1997], 
HRM in multinationals operating in India 
[Björkman, Budhwar, 2007], national culture 
and its impact on HRM [Sparrow, Budhwar, 
1997], talent management and organization-
al learning capability [Bhatnagar, 2007], in-
novative HRM [Som, 2008], employee relations 
[Budhwar, 2003], comparative HRM in public 
and private sector organizations [Budhwar, 
Boyne 2004], HRM in small and medium en-
terprises (SMEs) [Saini, Budhwar, 2008], emerg-
ing patterns of HRM in the business outsourc-
ing sector [Budhwar, Luthar, Bhatnagar, 2006], 
applicability of western HRM models in India 
[Budhwar, Khatri, 2001; Björkman, Budhwar, 
2007], human resource development area 
[Sparrow, Budhwar, 1997] and training 
[Yadapadithaya, 2000] and comparative 
HRM between India and other countries 
[Budhwar, Sparrow, 2002]. 

Furthermore, researchers have also exam-
ined various aspects of organizational behav-
ior and organizational dynamics (e.g., [Sahay, 
Walsham, 1997]), including studying issues 
related to supervisor-subordinate relation-
ships [Varma, Pichler, Srinivas, 2005; Varma, 
Srinivas, Stroh, 2005]. With a rapid increase 
in the number of expatriates moving to India, 
several scholars have initiated empirical in-
vestigations related to their adjustment (e.g., 
[Varma, Toh, Budhwar, 2006; Thite et al., 
2009; Varma et al., 2012]). These examples 
clearly indicate the kind of HRM issues being 
explored in relation to the Indian setting. We 
should point out, however, that the informa-
tion above is not an exhaustive list of works 
published on India, and that it is simply meant 
to be indicative of the increased interest in 
India-related research.

Based on a qualitative study of 54 Indian 
managers from different firms, the research 
by [Cooke, Saini, 2010] highlights the Indian 
institutional context for strategic HRM. It 
reveals the extent to which the Western ap-

proach to and configuration of high-commit-
ment/performance models of HR practices 
may differ from those found in Indian firms.

The paper [Jain, Mathew, Bedi, 2012] con-
tained a case study analysis of HRM prac-
tices used in Indian IT companies. The case 
studies of Indian MNCs indicate that innova-
tions in HRM practices are prevalent and are 
being adopted by high-tech firms operating in 
India. An analysis of three Indian IT compa-
nies shows variation of different types of such 
practices. For instance, Wipro emphasized 
performance appraisal, training and develop-
ment (using collaborative learning), team work, 
and work–life balance, whereas MindTree fo-
cused on a supportive culture using employee 
training and development; compensation and 
benefits analysis and pay band design; use of 
recruitment strategies such as internal refer-
rals, and a variety of performance measure-
ment and appraisal techniques. In the case of 
Sasken, an emphasis on creativity is obvious. 
They take care to enhance employee empower-
ment, freedom, remove fear of failure, encour-
age performance-based growth and incentives, 
flexi-time, work–life balance and open com-
munication.

Another research based on case studies 
among 25 Indian local software companies 
revealed a number of HRM challenges, includ-
ing a shortage of software professionals who 
have sufficient knowledge and competencies, 
low-skilled nature of the work, high employ-
ee turnover, lack of work-life balance [Agrawal, 
Khatri, Srinivasan, 2012]. These problems 
were attributed to the poorly developed HR 
systems and processes. The cases confirmed 
the lack of matured recruitment processes 
and effective job rotation, career and succes-
sion planning, coaching and mentoring, de-
velopment of leadership and management 
skills.

Researchers have noted that national HR 
practices are determined by both “culture-
free” (age, size, and nature of organization) 
and “culture-bound” (national culture and 
institutions) factors [Baruch, Budhwar, 2006]. 
Investigation into the influence of both cul-
ture-free and culture-bound variables in a 



242 E. K. Zavyalova, D. G. Kucherov, V. S. Tsybova

РЖМ 18 (2): 235–254 (2020)

cross-national context has been crucial in the 
comparison of a developed nation and an 
emerging nation.

An overview of the innovative HRM prac-
tices in Indian companies [Jain et al., 2012] 
allows us to conclude that most of the innova-
tive practices are standard HRM practices 
in the specific areas, such as performance 
appraisal, training and development, com-
pensations. 

Overall, organizations adopt HRM prac-
tices for a variety of reasons. The antecedents 
of innovative HRM practices include nation-
al environment (extent of unionization and 
sector characteristics, technological sophis-
tication), organizational restructuring and 
ownership structure, legitimizing driver (use 
of international consultants), organizational 
culture and the role of HR department. Because 
of the shortage of talent in the industry, the 
leading Indian IT companies started to imple-
ment a strategic approach to managing its 
human resources to source, retain and de-
velop their talent [Mulla, Premarajan, 2008]. 
This approach is based on the following set 
of practices: employee involvement, talent 
management, employee development, perfor-
mance management, efficiency of HR pro-
cesses and measuring HR.

Summing up the analytical review above, 
it can be concluded that both Russian and 
Indian IT companies started to implement the 
new strategic approach in managing human 
resources in order to recruit and retain the 
needed talent. In particular, special attention 
is given to e-recruitment practices and use of 
both external and internal providers to enhance 
the quality of the human capital. Meanwhile, 
very little is known about the organizational 
outcomes from such initiatives. 

2. RESEARCH METHODOlOGY

We chose an exploratory research design because 
the problem of HPWSs in the emerging market 
context is sparse. Moreover, there is still a lack 
of relevant cross-cultural studies in this context, 

mainly available for developed countries 
[Gilman, Raby, 2013]. Exploratory research is 
conducted into an issue when there are limited 
or no earlier studies to which  academic schol-
ars can refer for information about the issue 
or problem [Saunders, Lewis, Thornhill, 2007]. 
The hypotheses for such research are absent at 
all or are vague. Because of lack of empirical 
evidence in the chosen context our research is 
limited by the set of the research questions, 
and no hypotheses are stated.

The present study employed the quantitative 
methodology to answer the research questions.

Research question 1. What types of HPWSs 
are used by Russian and Indian IT companies?

Research question 2. What is the relation-
ship between HPWSs and performance of 
Russian and Indian IT companies?

We used a cross-sectional survey design. 
The questionnaire for the survey was prepared 
on the basis of the well-known European qual-
ity standard “Investors in people”.

We found that IiP, developed and applied 
in the UK as a framework for the assessment 
of HRM systems in organisations, met our 
requirements. The standard was developed 
by the Confederation of British Industry and 
the British Trade Union Congress for the 
purpose of assisting organisations in develop-
ing more effective personnel management 
systems. Later on, in 1991, the organisation 
IiP, which deals with the development and 
dissemination of this standard around the 
world, was set up. 

The IiP assessment system was designed 
to improve business performance through 
system strategies of organisational manage-
ment based on involving employees in decision-
making and goal-setting. The standard re-
quires the creation of an organisational busi-
ness strategy through a new policy and a new 
HRM philosophy. A highly important result 
of introducing the philosophy of employee 
involvement in goal-setting is that people 
stop being afraid of changes, become their 
initiators and strive for further business 
development and prosperity. There are 39 
requirements which a company must meet in 
order to obtain the IiP certificate. This mod-
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el is mainly focused on people, to be more 
exact, on their development in accordance 
with the business strategy of the company. 
The application of the IiP standard has been 
a subject of numerous research studies, which 
demonstrated a positive impact of the imple-
mentation of the standard and related devel-
opment strategies on organisational perfor-
mance and employees’ well-being [Bell, Taylor, 
Thorpe, 2001].

The previous research on application of 
the IiP is based on the idea that improved 
HR practices would create a more positive 
organizational social climate and enhance 
the skills and flexibility of employees [de 
Waal, 2016] which, in turn, could improve 
organizational performance. In our case, we 
expect the same impact of the HPWPs on 
performance. The positive impact of HPWPs 
on organizational performance is the key at-
tribute for HPWS.

The IiP survey instrument includes ap-
proximately 100 questions, and covers sections 
on selection, compensation and rewards pol-
icy, training and development policy, people 
management, employee behaviour flexibility, 
social climate (including trust, cooperation, 
and commitment), and business strategy.

Based on the questions found in the IiP 
instrument for considering and assessing 
employment practices in Russian IT companies 
during a crisis, we created an instrument 
containing 39 questions that cover the fol-
lowing topics: goal-setting; decision-making; 
management; performance appraisal; HRM 
practices; and organizational values. 

This questionnaire was successfully tested 
in the previous studies [Kucherov, Zavyalova, 
2012; Zavyalova, Kucherov, Tsybova, 2018]. 
The text of selected questions from the IiP 
instrument was translated into Russian and 
then back-translated into English to assess 
the quality of translation. Questions were 
based on ordinal and nominal scales.

2.1. Sample and data collection

Participants were selected on the basis of 
non-probability sampling. The initial con-

venience sample consisted of 58 Russian and 
74 Indian IT companies. All these companies 
are software developers; hence their com-
petitiveness is completely dependent on the 
intellectual capital of the employees. There 
was one respondent from each company; and 
the chosen person was able to answer the 
questions related to HRM and GM practices, 
business processes and communication man-
agement in the organization.

Table 1 shows the final sample distribution 
of Russian and Indian IT companies, based 
on the number of full-time employees, re-
spondent position and market (markets) where 
the company operates.

2.2. Measures

HRM practices. For our current research 
goal, namely, to investigate the features of 
approaches to HRM in Russian and Indian 
IT-companies, we analyzed responses from 
4 sections of the questionnaire: recruitment, 
selection, training and development, assess-
ment, promotion and compensation. All the 
items were the closed format questions. The 
section included factual items (e.g., “What 
HRM practices are used in your company?”) 
and attitudinal items (e.g., “How satisfied 
are you by the current HRM practices in 
your company?”).

Genaral management (GM) practices. 
Additional variables related to general man-
agement such as goal-setting, decision-mak-
ing process and oraganizational values were 
analyzed. These are closely related to per-
sonnel management, the degree of employees’ 
freedom in the organization and can be seen 
as part of HPWPs. All the items were the 
closed format questions. The section includ-
ed factual items (e.g., “In what way are you 
personally involved in improving and up-
grading the performance of your organiza-
tion?”).

Performance measures. To measure the 
performance indicators, we created a separate 
item included in the demographics section 
(“Please note, how the following indicators 
of your company's activities have changed 
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Table 1
Sample description

Variable Category Russia, % India, %

Number of full-time 
employees 

200–500
501–750
751–1000
1001–1250
1251–1500
1501–2000
More than 2000 

70.69
6.90
8.60
3.50
1.70
3.50
5.20

40.54
31.08
0.00
0.00

13.51
9.46
5.41

Respondent position CEO
Development director
HR Director
HR Manager
Head of Department
Other Managers
Head of Customer Services
IT Professional

5.26
7.02

57.89
10.53
7.02
5.26
1.75
5.26

25.68
8.11
4.05
0.00

20.27
4.05
0.00

35.14

Market (markets) where 
the company operates

B2C market
B2B market
B2C market and B2B market

3.45
60.34
36.21

17.57
43.24
39.19

over the last year”). The following perfor-
mance indicators were included: net profit 
and sales volume. These measures represent 
the overall firm performance and were used 
in a number of previous studies on strate-
gic HRM as relevant dependent variables 
(e.g., [Delery, Gupta, 2016; Harris, Ogbonna, 
2001; Green et al., 2006]). It should be 
noted that this measurement was subjective 
as with these indicators the respondents 
could specify changes (“increased” or “de-
creased” for 0–24%, 25–49%, 50–74%, 
75–100% or “remained fixed”) over the last 
year. 

3. ANAlYSIS AND RESUlTS

3.1. Descriptive analysis

In order to answer the first research ques-
tion (to find significant differences in HRM 
practices implemented in Russian and Indian 
IT companies), a frequency analysis was 

conducted together with a two-sample pro-
portion test (Z-statistics) to find significant 
differences in HRM and GM practices in the 
selected countries. The main results are 
presented in Table 2 (only variables where 
significant differences were found are shown 
in the table).

Table 2 presents only 17 HRM and GM 
practices (out of 101 varied HRM practices 
with significant differences in two samples) 
that were included in the final regression 
models.

The results indicate that unlike Indian 
IT firms, Russian IT companies perceive 
the value of HRM programs devoted to 
training and development. The empirical 
findings show that in most cases training 
needs of employees are satisfied. As seen, 
Russian IT companies provide the financial 
support for those employees who need ex-
ternal training. At the same time, they 
expand the internal training programs. 
Thus, despite the general trend for Russian 
companies to decrease the employee surplus 
and number of training programs, the IT 
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Table 2
HRM and GM practices in Russian and Indian IT companies

HRM and GM practices Russia, % India, % Z

Section 1. Goals of organization

Employees are personally involved in improving and upgrading the 
organizational performance by making individual contacts with the 
supervisor (the corresponding variable code — gl8_1)

85.19 14.86 8.75**

Organization rarely encounters a situation when the orders and 
instructions of one manager contradict the orders and instructions of 
another one (gl11)

3.8 41.67 –5.62**

Section 2. Decision-making 

Employees receive information letters about the upcoming decisions 
(dm14_2)

38.27 12.20 2.98**

Section 3. Employee training 

Professional practical skills are needed for employees to perform their 
work in the organization (tr15_4)

33.77 68.92 –4.32**

Such a goal of employee training and development, as improvement of 
goods and service quality, is important or highly important for the 
organization (tr18_4)

95.95 67.56 4.47**

Such a goal of employee training and development, as improvement of 
the organization reliability as a whole, is important or highly 
important for the organization (tr18_5) 

86.48 63.52 3.23**

Employee training and development affects or mostly affects 
improvement of goods and service quality (tr19_4)

91.03 71.62 3.08**

Section 4. Performance evaluation

Managers in the organization usually inform employees about their 
assessment of the employees’ work performance by reviewing on the 
corporate website (ast31_5)

4.94 25.68 –3.63**

Managers in the organization periodically (after the execution of a part 
of tasks) or regularly (after each assignment) inform employees about 
their assessment of the employees’ work performance (ast32)

69.13 91.78 –3.50**

Organization recognizes and evaluates individual contributions of its 
employees by promotion (ast34_1)

60.49 75.00 –1.91*

Section 5. Recruitment and selection

Planned promotion is used as a method to recruit applicants (pm36_2) 50.00 0.00 7.07**

The search for applicants from the organization’s database of resumes 
is used as a method to recruit applicants (pm36_7)

53.75 2.70 6.96**

Professional tests are used as a method to select applicants (pm37_2) 72.84 60.27 1.65*

Psychological tests are used as a method to select applicants (pm37_3) 23.46 56.16 –4.16**

Unstructured interviews with applicants are used as a method to select 
applicants (pm37_4)

62.96 23.29 4.95**

Structured interviews with applicants are used as a method to select 
applicants (pm37_5)

74.07 60.27 1.83*
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sector continues to invest in employee train-
ing programmes to develop intellectual 
capital and support organizational renewal 
and transformation. 

The results of HRM practices also show 
that Russian companies prefer to use planned 
promotion as a method of recruiting, while 
the surveyed Indian IT firms do not consider 
it at all. At the same time, Indian companies 
use promotion as manifestation of recognition 
of the individual’s contribution to the or-
ganization. Moreover, the selection process 
differs as well. Russian IT companies rely on 
professional tests, structured and unstruc-
tured interviews, whereas Indian firms pre-
fer to use psychological tests.

3.2. Regression analysis

In Table 3, the results of a regression analy-
sis are presented. During the regression 
analysis, the relationship between HRM and 
GM practices and net profit (Model 1) and 
sales volumes (Model 2) in Russian and Indian 
IT companies were studied. Several trials of 
multiple regression models were conducted, 
and 17 practices out of 101 HRM practices 
that are significantly different in the surveyed 
countries are included in the final models. 
The aim of the multiple regression in this 
case is to find the predictors for companies’ 
outcomes. We use a standard procedure of 
wise exclusion of non-significant variables 
according to the rules of statistical data anal-
ysis (established p-value is 0.05) (for more 
details see [Nasledov, 2008; Hastie, Tibshirani, 
Friedman, 2009]). Both final models are sig-

nificant as well as HRM and GM practices 
(see Table 3). 

Model 1 shows that in Russian IT compa-
nies more HRM practices are related to net 
profit than in Indian ones. Those practices 
mostly highlight selection and recruitment, 
training and development, and performance 
assessment methods used. At the same time, 
Indian companies relate HRM practices of 
goal-setting and decision-making to the net 
profit of the organization.

Model 2 demonstrates that in Russian 
companies HRM practices related to selection 
and recruitment and performance assessment 
affect the sales volume, while in Indian com-
panies it is influenced by training and devel-
opment practices.

It should be noted that some of the HRM 
practices have a negative effect. For Russian 
companies, the use of a psychological test as 
a selection procedure negatively affects both 
the net profit and the sales volume; promotion 
as an appraisal method and contradictions in 
orders and instructions have a negative impact 
on the net profit, and internal recruiting (by 
promotion) negatively influences the sales 
volume. For Indian IT firms, the importance 
of such a goal of the employee training and 
development as improvement of goods qual-
ity has a negative effect on the sales volume.

4. DISCUSSION AND CONClUSION

In the research reported here, we investi-
gated the HPWPs used in successful Russian 
and Indian IT companies. Our approach was 
based on the bundling perspective: we ex-
pected that the consistent set of HRM prac-

HRM and GM practices Russia, % India, % Z

Section 6. The values of the organization

Organization mostly or fully shares such a value as respect for 
employees (vl39_9)

89.88 98.65 –2.31**

N o t e: *,  ** — indicate  significance  at  the  10 and 5%  level,  respectively.

Table 2 (end)
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Table 3
Results of regression analysis

HRM practice Var 
сode Mean Standard 

deviation

Model 1
Net profit

Model 2
Sales volume

Russia India Russia India

Employees are personally involved in 
improving and upgrading the 
organizational performance by making 
individual contacts with the supervisor

gl8_1 0.516 0.501 – 3.89 
(0.000)

– –

Organization rarely encounters a situation 
when the orders and instructions of one 
manager contradict the orders and 
instructions of another one

gl11 2.417 1.163 –2.13 
(0.043)

– – –

Employees receive information letters 
about the upcoming decisions

dm14_2 0.295 0.458 – 1.76 
(0.087)

4.67 
(0.000)

–

Professional practical skills are needed 
for employees to perform their work in 
the organization

tr15_4 0.510 0.502 – – – 1.95 
(0.055)

Such a goal of employee training and 
development, as improvement of the 
goods and service quality, is important 
or highly important for the organization

tr18_4 3.331 0.868 – – – –2.41 
(0.019)

Such a goal of employee training and 
development, as improvement of the 
organization reliability as a whole, is 
important or highly important for the 
organization

tr18_5 3.088 1.036 3.21 
(0.004)

– – –

Employee training and development 
affects or mostly affects improvement 
of goods and service quality

tr19_4 3.145 0.825 – – – 2,62 
(0.011)

Managers in the organization usually 
inform employees about their 
assessment of the employees’ work 
performance by reviewing on the 
corporate website

ast31_5 0.148 0.357 2.08 
(0.048)

– – –

Managers in the organization periodically 
(after the execution of a part of tasks) or 
regularly (after each assignment) inform 
employees about their assessment of the 
employees’ work performance

ast32 2.091 0.699 – – 4.21 
(0.000)

–

Organization recognizes and evaluates 
individual contributions of its 
employees by promotion

ast34_1 0.673 0.471 –5.34 
(0.000)

– – –

Planned promotion is used as a method 
to recruit applicants

pm36_2 0.260 0.440 – – –4.76 
(0.000)

The search for applicants from the 
organization’s database of resumes is 
used as a method to recruit applicants

pm36_7 0.292 0.456 – – – 2.82 
(0.006)
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HRM practice Var 
сode Mean Standard 

deviation

Model 1
Net profit

Model 2
Sales volume

Russia India Russia India

Professional tests are used as a method 
to select applicants

pm37_2 0.669 0.472 2.50 
(0.020)

– – –

Psychological tests are used as a 
method to select applicants

pm37_3 0.390 0.489 –2.32 
(0.029)

– –3.28 
(0.003)

–

Unstructured interviews with 
applicants are used as a method to 
select applicants

pm37_4 0.442 0.498 2.75 
(0.011)

– 4.15 
(0.000)

–

Structured interviews with applicants 
are used as a method to select 
applicants

pm37_5 0.675 0.470 2.11 
(0.045)

– – –

Organization mostly or fully shares 
such a value as respect for employees

vl39_9 3.444 0.606 – – 3.94 
(0.000)

–

Intercept 1,67 
(0,108)

29.45 
(0.000)

0.34 
(0.733)

6.64 
(0.000)

R2 0.7202 0.3489 0.7273 0.2537

N 34 41 38 74

F(8,25) 8.04 10.18 13.78 5.86

Prob > F 0.0000 0.0003 0.0000 0.0004

N o t e: “–“ indicates that the variable was omitted in the final regression model.

Table 3 (end)

 

tices would improve the corporate perfor-
mance. Meanwhile, HRM practices are es-
sentially embedded in legal and cultural 
contexts [Kim, Wright, 2010]. Therefore, the 
national institutional environment impacted 
the differences between bundles in Russian 
and Indian IT-companies, hence the construc-
tion of two unique HPWSs. The context itself 
becomes an important element of the com-
prehensive HRM system [Bondarouk, Brewster, 
2016]. As seen from the “Harvard” model 
[Beer et al., 1985], the contextual factors 
include different external elements, including 
workforce characteristics, labour market, 
laws and societal values, business conditions. 
HRM becomes the most localized of manage-
ment practices, which are affected by different 
cultures and different institutions [Rosenzweig, 
Nohria, 1994].

Using “Investors in people” as a quality 
standard for developed economies, we try to 
apply it to the HRM landscape of the IT sec-

tor for developing economies of Russia and 
India. We were concerned with how it would 
match the current HPWSs of Russian and 
Indian IT companies, and what the relation-
ship was between HPWSs and performance 
of Russian and Indian IT companies.

The current study makes the following 
contributions to the extant research in the 
field of HPWSs. Firstly, we identified that 
there are differences in HRM practices used 
in Russian and Indian IT companies. Russian 
IT companies actively use decentralized par-
ticipative decisions, which are frequently 
considered an important HPWP [Posthuma 
et al., 2013]. Employees are delegated with 
authority and are provided with information 
required for decision-making. Internal re-
cruiting is often used as a tool to fill the 
vacancy and also as an instrument for career 
management. Multiple selection tools (screen-
ing, testing, interviews) are implemented to 
choose the most suitable professional. The 



249High-performance work systems in Russian and Indian IT companies

РЖМ 18 (2): 235–254 (2020)

particular measures (e.g., quality of goods 
and services) are used to evaluate training 
outcomes. The most popular forms of train-
ing are mentoring, funded training oppor-
tunities and in-house training of employees. 
Regular feedback on performance is given to 
employees through appraisal interviews. The 
current findings also correspond with the pre-
vious research [Zavyalova, Kucherov, Tsybova, 
2018] that in the IT industry, companies with 
high-quality and high-productivity orientation 
need people with innovative thinking and cre-
ative mind. To develop these competencies, 
extensive and continuous training initiatives 
are implemented. Training extensiveness and 
decentralized participative decisions show that 
the Russian IT companies from the sampling 
have a high-involvement HRM system.

Indian IT companies, in contrast, do not 
use internal recruiting. Instead, they are 
ready to recruit applicants from the external 
labor market. To evaluate their competencies 
psychological tests and interviews are used. 
Respect for employees is the core corporate 
value. There is no mismatch in communica-
tion flows to employees from managers. The 
individual contribution is highly appreciated 
and rewarded, and feedback is given from 
supervisors to subordinates. These attributes 
show that the Indian IT companies from the 
sampling have a high-commitment HRM sys-
tem. 

Secondly, we found that both Russian and 
Indian HPWSs related to performance. At 
the same time, there are differences in the 
set of HPWPs which related to performance 
between two institutional contexts. In Indian 
IT companies we found the relationship be-
tween goal-setting, decision-making, training 
practices and corporate performance. Such 
relationship between a high-commitment HRM 
system and corporate outcomes could be ex-
plained through social exchange theory: when 
employees perceive organization to be helping 
or caring toward them, they tend to return 
organization’s favors and reciprocate the or-
ganization through positive attitudes and 
behaviors [Yousaf, Sanders, Yustantio, 2018]. 
Meanwhile, Russian IT companies use an 

extensive set of recruitment, selection, train-
ing and development, performance appraisal 
practices that impact the employee behavior 
and corporate outcomes. Such HPWS is aimed 
to check and improve employee competencies 
or specific human capital: employees’ compe-
tencies acquired, selected, trained and devel-
oped from high-performance HR practices 
are the proximal antecedent to firm perfor-
mance [Van Esch, Wei, Chiang, 2018]. 

Thirdly, we compared the well-known 
European quality standard “Investors in 
people” applied in developed economies with 
the existing HPWSs from two developing 
economies, Russia and India. IiP is a qual-
ity standard by which organisations meas-
ure themselves in relation to their human 
resources  practices. The standard follows 
the idea that improved HR practices create 
a more positive organisational social climate 
consisting of higher levels of trust, coop-
eration and people engagement, which, in 
turn, lead to increased performance [de 
Waal, 2016]. Russian IT companies are more 
consistent with the IiP standard in terms 
of applicable HRM practices. 

Our research has several limitations, some 
of which can be addressed in the future. 
First, in the data collection procedures we 
focused on HRM practices used and particu-
lar performance indicators, whereas the 
contextual and institutional factors could 
also be important in explaining the relation-
ship between practices and performance. In 
other words, examination of intervening 
mechanisms through which HPWPs influence 
firm performance could be the direction for 
future research. For the case of IT companies 
such a mediator could be the innovative work 
behavior, which had already been success-
fully tested in the previous research on 
knowledge-intensive firms [Fu et al., 2015]. 
Secondly, the research design is based on 
cross-sectional data that limits our inference 
of causality among HPWPs and firm per-
formance. Future research can adopt a lon-
gitudinal design and show some trends and 
changes in the composition of HPWPs over 
time and its relationship with performance. 
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Высокорезультативные системы организации труда в российских 
и индийских ИТ-компаниях

Е. К. Завьялова, Д. Г. Кучеров, В. С. Цыбова
Институт «Высшая школа менеджмента»,  
Санкт-Петербургский государственный университет, Россия

Настоящее исследование нацелено на изучение высокорезультативных систем организации 
труда в отрасли информационных технологий развивающихся рынков России и Индии. Это —  
одна из ключевых тем в современном стратегическом управлении человеческими ресурсами. 
Исследование, основанное на опросе 132 компаний, выявило различия в практиках управления 
человеческими ресурсами ИТ-компаний России и Индии, которые формируют высокорезульта-
тивные системы организации труда, ориентированные на высокую вовлеченность и  привержен-
ность. Кроме того, результаты регрессионного анализа показали наличие различий во влиянии 
этих систем на результативность фирм. Выводы работы способствуют продолжению исследова-
ний данных систем организации труда в интеллектуально-емких фирмах на развивающихся 
рынках.
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