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Gongalo Pombo (Portugal), Jorge Gomes (Portugal)

EMPLOYEES PERCEPTIONS AND THE

RELATIONSHIP BETWEEN HUMAN
RESOURCE MANAGEMENT AND

ORGANIZATIONAL PERFORMANCE:

A CONCEPTUAL VIEW

Abstract

The paper presents a review of the literature and advances a set of propositions con-
cerning the employees’ perceptions on the relationship between human resource man-
agement and organizational performance. The study is aimed at filling the gap in the
literature on the employees’ perception regarding human resource policies and the
relationship to organizational performance. Social information processing theory is
used to advance the insights on how employees’ performance about human resource
policies may influence the organizational performance. The review indicated that there
is a positive relationship between the employees’ perceptions of human resource poli-
cies and overall performance of a given organization. A positive perception of the im-
plemented policies influences various individual outcomes such as commitment, en-
gagement, and satisfaction, amongst others. Shared perceptions among the employees
are also considered to have a considerable impact on the organizational performance.
Nevertheless, there is a need for further research to explore the relationship between
human resource management and organizational performance in more detail.

Keywords human resource, labor-management relations,

organizational behavior, performance and prospects

JEL Classification

INTRODUCTION

There is increasing attention on the impact of human resource (HR)
strategies on organizational performance (OP). This interest is based
on the notion that HR needs to be considered as a strategic factor.
Additionally, human resource policies (HR policies) can serve as a crit-
ical source of sustainable performance (Pombo & Gomes, 2018), par-
ticularly when aligned with the objectives of the organization (Kehoe
& Wright, 2013). Properly configured HR strategy has the potential to
contribute to direct economic gains in OP, i.e., performance refers to
the results, or outputs, intended by an organization. Most past stud-
ies have focused on the positive impacts of HR policies on OP and
towards the strategic behaviors. Less attention has been given to the
perception of employees on OP (Kehoe & Wright, 2013). Employees’
perception is related to their attitudes (Pombo & Gomes, 2018) such
as job satisfaction and the commitment to the organization, amongst
others. Recent empirical research suggests that employees’ perception
on resource management varies from organization to organization
(Hinkin & Tracey, 2010; Liao, Toya, Lepak, & Hong, 2009).

126, M12, 120, J24

According to Wang and Hwang (2012), perception is an attitude ad-
dressing the HR policies in relation to recognition, pay, quality of
working life, and promotion. Employees’ perceptions of fairness

http://dx.doi.org/10.21511/kpm.03(1).2019.05



Knowledge and Performance Management, Volume 3, Issue 1, 2019

have the potential to influence the productivity, as well as performance of an organization (Li, Rees, &
Branine, 2019). When employees have the feeling that they are being treated fairly, they tend to be sat-
isfied (Nadda, Rahimi, Dadwal, & Bhan Singh, 2014). Although the policies generate the commitment
and job satisfaction, Pombo and Gomes (2018, p. 66) argued that policies are also mediated by the way
management applies them, and by how these are embraced by employees. Additionally, perception is
viewed as a process (Ofori, Sekyere-Abankwa, & Borquaye, 2012) where the individual relates the envi-
ronment to the perceiver’s potential action. Cesario (2015) recognizes that research has shown a positive
impact of HR policies on OP and behavior effects, however, less attention has been dedicated to how
HR policies relate to OP. In addition, past studies have ignored the impact of employees’ perceptions of
HR policies on OP. Similar stance had already been advanced by Boxall and Macky (2009), and Wright
and Nishii (2007) who have further pinpointed that employees’” perception to HR policies is scarcely
used to examine the effects of HR policies on OP. Consequently, the current literature review aims at
investigating how managers’ and employees’ shared perception of human resource management (HRM)
influences the OP relationships.

To assess the influence of HR policies on OP, past research has suggested that it is essential to con-
sider how staff perceive real HR practices (Nishii, Lepak, & Schneider, 2008; Snape & Redman, 2010;
Maheshwari & Vohra, 2015). Cafferkey, Heffernan, Harney, Dundon, and Townsend (2018, p. 3026)
highlight the importance of research that “brings workers back into the debate by exploring employees’
opinions of, and subsequent reaction to, HRM initiatives.” This paper focuses on enhancing the un-
derstanding of how employees’ perceptions of HR policies are associated with performance outcomes.
Scholars have recommended that further studies examine the staff’s perceptions of a given organiza-
tion’s HR system (Khilji & Wang, 2006; Nishii, Lepak, & Schneider, 2008). This is because the way
employees perceive or experience their organizations’ HR strategies has an impact on their behaviors
and attitudes (Pombo & Gomes, 2018). HR policies are perceived by staff as a commitment to the or-
ganization. This, in turn, is reciprocated to the organization by staff via positive behaviors or attitudes
(Li, Rees, & Branine, 2019). A positive perception in relation to organizational support is likely to trans-
late to higher employees’ engagement and improved OP (Pombo & Gomes, 2018). Moreover, they are
likely to extend their stay in their current organization as well as invest their effort in their positions.
Employees who have positive perception of their organizational HR policies are more likely to become
more engaged with their current jobs and thereby become more productive (Snape & Redman, 2010;
Conway & Monks, 2009).

Past literature shows that strategic HRM tends to enhance the overall performance, as well as reduce
staff turnover (Guchait & Cho, 2010; Wheeler, Harries, & Harvey, 2010). Commitment-driven HR poli-
cies tend to yield superior results in OP and are focused on the long-run mutual exchange relationships
(Cooke & Saini, 2010; Thite, Wilkinson, & Shah, 2012). Employees’ behavior is largely influenced by
perceptions of HR policies (Pombo & Gomes, 2018; Li, Rees, & Branine, 2019). As such, there is a need
to understand the how employees’ perception affect the relationship between HR policies and OP out-
comes. The current paper uses social information processing theory and attributions theory to explore
the following research problems:

1) Does employee’s attribution to HR policies change over time? Is this variation mediated by the re-
lationship with the line manager?

2) Do employees’ attributions of HR policies affect the relationships with line managers? Are employ-
ees’ outcomes such as job satisfaction, career development and performance meditated by the qual-
ity of this relationship?

3) Do line managers affect positively (or negatively) the attributions of HR policies? Is this moderated

by the leadership style? By the characteristics of the leader?

http://dx.doi.org/10.21511/kpm.03(1).2019.05 47
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1. LITERATURE REVIEW

1.1. Social processing theory

The review is guided by the social information pro-
cessing theory. This model offers a valuable theoret-
ical framework for integrating, as well as intellectu-
alizing deliberate and automatic processes in the or-
ganizations (Wyer Jr, 2012). The model asserts that
people tend to be motivated to communicate with
each other to develop the unambiguous and unwa-
vering interpretations of their meanings and events.
The theory further posits that individuals use infor-
mation obtained from others within their social set-
ting to form their attitudes, perceptions, and behav-
iors. The social information processing theory pos-
tulates that social setting influences the employees’
perception of HR policies.

Moreover, the theory has been used to explain the
occurrence of mutual perceptions among staff.
This is attributed to the exposure of similar in-
formation regarding the work environment and
communication with one another (Lam, Huang,
& Janssen, 2010). The theory has been widely em-
ployed to explain the impact of social setting, for
example, co-workers and leaders on staft’s percep-
tions, attitudes, or job satisfaction (Bhave, Kramer,
& Glomb, 2010). In addition, social processing the-
ory can be used to explain how people perceive, as
well as interpret the HR policies (Wright & Nishii,
2007). Within a work environment, co-workers
alongside managers can be perceived as the im-
mediate social setting for staff.

As such, HR perceptions of co-workers and man-
agers are expected to relate to the staff’s percep-
tions due to several reasons, as shown in Table 1.

1.2. Attribution theory

Attribution theory is also used to understand the
employees’ perceptions of HR policies. Attribution
theory was proposed by Kelly in 1973 (Gardner
& Wright, 2009), but it was only after the 1980s
that it started being widely used in the field of HR
(Hewett, Shantz, Mundy, & Alfes, 2017).

The theory emphasizes how individuals make
casual explanations of settings around them, as
well as the consequences of their beliefs. It assumes
that people behave just like inexperienced scien-
tists aiming to comprehend the reasons for out-
comes (Gardner & Wright, 2009). Applying this
reasoning in the context of HRM, it can be said
that employees tend to make sense of the expect-
ed attitudes and outcomes. Line managers are re-
sponsible for the communication of HR policies to
employees, i.e., for the signals provided (Alvesson
& Kiarreman, 2007; Den Hartog, Boon, Verburg,
& Croon, 2013). Also, line managers’ attributions
of HR policies may differ from, and precede, em-
ployees’ attribution of the same HR policies. This
means that managers’ attribution of HR policies
spill over and influence the employees’ attribu-
tions (Hewett, Shantz, Mundy, & Alfes, 2017, p. 30).
Some studies (e.g., Greenberg, 2003; Korsgaard,
Brodt, & Whitener, 2002) suggest that managers’
behaviors and HR policies are equally responsible

Table 1. Theoretical perspective of the influence of individuals’ behaviors, as well as attitudes

Source: Developed by the authors.

Theoretical perspective

Brief description

Author

Employees’ perceptions of HR
policies occur through their social
setting : behaviors

Sharing perceptions of HR policies :
among the staff

Employees’ perceptions of HR
policies based on individual
differences

Employees’ interactions among co-workers and managers
i are likely to result in mutual perceptions among staff via
i information exchange and communication

i Employees’ perceptions of HR policies are likely to be

i affected by individual characteristics such as needs, values,
: personality, demographic attributes, and contextual

i characteristics (co-workers, work teams, and leaders)

¢ Individuals use of information obtained from others within
their social setting to form their attitudes, perceptions, and

‘ Bhave, Kramer, and Glomb (2010)

Jiang, Hu, Liu, and Lepak (2017),
i Kehoe and Wright (2013), Aryee,
 Walumbwa, Seidu, and Otaye (2012),
i Lam, Huang, and Janssen (2010)

{ Nishii, Lepak, and Schneider (2008),
: Wright and Boswell (2002), Guest
(2011)
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for influencing the individuals’ attributions of HR
policies. People are likely to arrive at accurate at-
tributions in case the perceptions of the stimuli-ef-
fect relationship are mutual. Finally, with respect
to attributions-based perspectives, HR staff needs
to assure that HR policies are convenient, per-
ceived, and interpreted by both line managers and
employees. This occurs through open communica-
tion ensuring that messages about the purpose of
policies and procedures are clearly received by line
managers, and therefore transmitted to employees
(Hewett, Shantz, Mundy, & Alfes, 2017). Effective
HR policies are likely to enhance the overall com-
mitment of the staft (Gardner & Wright, 2009).

2. HRM-OP RELATIONSHIP:
A SET OF PROPOSITIONS

According to Lepak, Liao, Chung, and Harden
(2006), the most usually employed sets of mediating
variables are categorized as “employee skills” (em-
ployee competences, including cooperation), “em-
ployee attitudes” (motivation, commitment, satis-
faction), and “employee behavior” (retention, pres-
ence). Selection and training systems should, above
all, reinforce the employee ability, whereas com-
pensation, performance appraisal, and internal
career opportunities should amplify the motiva-
tion (Ubeda-Garcia, Claver-Cortés, Marco-Lajara,
Zaragoza-Saez, & Gascia-Lillo, 2018), but it is also
acknowledged that the full effect of an HRM-OP re-
lationship is more complex than previously thought
(Lepak, Liao, Chung, & Harden, 2006). Evidently, a
consistent theory that bridges and interrelates HRM-
OP is required (Guest, 1997). Organizations without
these HR policies will most likely fail to guarantee a
high level of these individuals and group outcomes.
Salaries are used as exchange for work time and ef-
fort. However, HR policies are used to go beyond
such expected minimum effort and work time. The
goal is to achieve the discretionary behavior, i.e.,
employees working with diligence and dedication
taking the employee-organization relationship to a
level beyond formal contracts (Besanko, Deanove,
Shanley, & Schefer, 2013). Hence, workers” behavior
and individual performance are more likely to be
the product of three aspects:

« employees’ perceptions of HR policies;

http://dx.doi.org/10.21511/kpm.03(1).2019.05
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o the effect of employees’ shared perception of
HR policies; and

« individual differences that have been neglect-
ed in most of the research on the HRM-OP
relationship (Wright & Boswell, 2002; Guest,
2011).

The next topics present how employees’ percep-
tions have become a critical instrument that helps
to explain the relationship.

2.1. Employees’ perceptions
of human resource policies
and the relationship
to organizational performance

HR policies are related to outcomes via employ-
ees and their interpretations of the HRM-OP rela-
tionship (Guest, 1997). Research on HRM-OP has
been mainly focused on organizational level anal-
ysis. Wright and Boswell (2002) stressed the im-
portance of considering the research at the indi-
vidual level and extending the research spectrum
into an employee perspective. In sum, proposition
1 aims to capture these ideas.

Proposition 1. The association between employees’
perceptions of HR policies and the overall perfor-
mance tends to be different within the same or-
ganization. In detail, the effects of HR policies on
staff are organizational-specific.

2.1.1. Organizations’ goal in establishing
the ideal HR policies

According to Young-Thelin and Boluk (2012), high
performing organizations tend to pursue the inno-
vative HR policies. It is important for organizations
to emphasize on intensive staff interaction, develop-
ment, and training to improve their performance. In
addition, the quality of the HR policies essentially
influences the motivation levels in the organization,
as well as its employees. Sanders, Dorenbosch, and
Reuver (2008) noted that it is important for staff to
perceive the HR policies as unique, relevant, and in-
ternally consistent. As such, organizations are urged
to establish the ideal HR policies that are suitable for
them. HR policies that encourage the employees to
obtain new skills are often perceived as organiza-
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tional support. This, in turn, enhances the employees’
commitment, engagement, loyalty, and attachment
to their organization.

2.1.2. Supportive HR policies and the sense
of (un)fairness

Sustained competitive edge requires dedicated,
as well as smart employees. HR policies that in-
volve task interdependence inspire the employees
to seek information and emotional support from
their co-workers. Additionally, human practices
are a common source of staff’s sense of fairness
(Edwards, 2009). Supportive HR policies tend to
indicate the management’s enthusiasm to invest
in staff capabilities. This induces the employee af-
firmation and mutuality. Hence, HR policies such
as involvement during decision-making, devel-
opment opportunities, and fair rewards enhance
the organizational commitment and performance.
Given that staff respond to HR policies, they are
perceived as the source of OP (Frenkel, Restubog,
& Bednall, 2012).

In his study, Yamamoto (2013) indicated that HR
policies share common features. They are founded
on the premise that a greater commitment to in-
dividual’s job and OP are related. HR policies fur-
ther encourage staff to take part in management.
Scheible and Bastos (2013) pursued a study with the
aim of understanding how staff’s perception of HR
policies influences the organizational entrenchment,
as well as commitment. He found that perception
of HR policies is a primary determining factor of
organizational commitment, which, in turn, has a
great potential for enhancing the OP. This is attrib-
uted to a strong acceptance by employees of organ-
izational values and goals, and to the willingness to
exert more efforts towards organization success.

2.1.3. Psychological contract
for retaining critical assets

Vermeeren, Steijn, Tummers, Lankhaar,
Poerstamper, and Van Beek (2014) stated that
HR policies serve as effective means of forging a
psychological contract between employees and
employers. Positive perceptions in relation to the
organization’s HR policies are, therefore, critical
variables and are likely to foster the overall com-
mitment of the employees.
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Employees’ perceptions facilitate the translation
of how HRM is deployed at organization lev-
el (Veloso, 2010). Shaukat, Ashraf, and Ghafoor
(2015) stated that HR policies tend to influence
not only the perceptions of the employees but al-
so the attitudes and organizational climate among
other HR performance measures that result in en-
hanced OP. It is expected that HR policies tend to
influence both organizational outcomes and staff
outcomes. Organizations’ can influence staft’s
perceptions of fairness through a well-written HR
strategy asserting the significance of fairness. Staff
further tend to exchange the efforts and display
the substantial levels of commitment.

Guest (2011) postulated that employees’ perceptions
are largely neglected in most of the past HRM and
OP studies. Nonetheless, the author noted that pro-
gressive HR policies entail training, staffing, and
incentive compensations. Such HR policies are pos-
itively perceived by employees and hence have the
potential of improving the OP. Similarly, Frenkel
and Lee (2010) assessed whether high performing
work practices such as teamwork, training, and job
security have an impact on OP among South Korean
organizations. Their study showed that these types
of HR policies contributed to the enhanced perfor-
mance. Additionally, Giauque, Anderfuhren-Biget,
and Varone (2013) examined the effect of human
practices on OP in their study. They surveyed Swiss
cantonal public staff. The authors found out that the
HR policies were tied to job satisfaction, organiza-
tional citizenship, and commitment. Furthermore,
HR policies that were perceived to serve as intrinsic
motivators were highly related to OP.

2.1.4. Successful organizations influence HR
policies or is it the other way around?

Hassan (2016) indicated that there is a positive
correlation between HR policies and employees’
performance. In addition, the performance of em-
ployees is directly related to OP. Successful organ-
izations tend to consider HR policies as a critical
aspect that directly influences the performance of
their employees. HR policies applied by line man-
agers on a daily basis tend to influence the staff’s
perception. Suttapong, Srimai, and Pitchayadol
(2014) indicated that organizations are continu-
ously deploying effective HR policies as a means
of driving a high performance.

http://dx.doi.org/10.21511/kpm.03(1).2019.05



2.1.5. HR policies and the (in)direct impact
on the employees’ outcomes

Stumpf, Doh, and Tymon (2010) investigated the
role played by HR policies for individual, as well
as OP. A survey of 4,811 employees from 32 units
of 28 organizations was conducted across India.
The authors focused on employees’ perception of
the effectiveness of precise HR policies and their
relations with OP. They established that the per-
ceived appropriateness of HR policies tends to in-
fluence the employees’ perceptions and potential-
ly improved OP. Ansari (2011) postulated that HR
policies in organizations serve as a critical factor
that can enhance the employees’ commitment to-
wards their organizations. It is expected that the
perceptions of employees regarding the HR pol-
icies such as support, fairness, and effectiveness
influences their organizational commitment.

Ferguson and Reio Jr. (2010) examined the im-
pact of HR policies such as profit sharing, train-
ing, and development on positive organization-
al output, that is, OP and job performance. The
findings showed that organizations can lever-
age on employees’ perception of HR policies
to improve the OP, as well as job performance.
Moreover, it is suggested that HR function can
have a positive impact on the OP through the de-
ployment of supporting organization-based poli-
cies and processes that tend to motivate the staff.
Additionally, Choi and Lee (2013) examined the
internal HR policies that affect the OP. The au-
thors explored the mediating impact of staff job
satisfaction and show the impact of employees’
perception of the usefulness of HR policies. The
results revealed that there is a significant corre-
lation between HR policies and OP. Besides, the
findings indicated that employees’” perception of
HR policies serves as a mediator between HR and
OP. The findings imply that employees’ percep-
tions have a critical role in the association be-
tween HR policies and OP.

In their study, Tian, Cordery, and Gamble (2016)
examined the impact of HR policies on employ-
ees’ job engagement, as well as job performance.
Using the ability motivation opportunity (AMO)
model, the authors projected that motivation-en-
hancing HR policies result in improved job per-
formance. The findings revealed that HR policies

http://dx.doi.org/10.21511/kpm.03(1).2019.05
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significantly contribute to the formation and de-
velopment of job engagement, as well as employ-
ees’ performance. The findings suggested that
organizations can improve the OP through the
deployment of suitable HR policies.

S. Yadav and D. Yadav (2013) postulated that
employee’s perceptions as well as willingness
to adapt to HR policies, have a considerable
impact on the performance of an organization.
Studying the employees’ perception enables the
organizations to understand their behavior, as
well as their source of inspiration. Furthermore,
Collins and Smith (2006) found out that there
is a significant association between the success
of an organization and employees’ perception.
Additionally, the authors postulated that em-
ployees’ perception and attitude are positively
associated with HR policies in each organiza-
tion. Also, Garg and Punia (2015) provided that
the perception of employees on HR policies is
related to the overall organizational productivi-
ty and outcome. Employees who have a positive
or a favorable perception about HR policies are
critical towards organizational optimization.
Nevertheless, the differences in employees’ per-
ception are likely to arise as they tend to ob-
serve similar situations differently. Moreover,
to some extent, the employees tend to perceive
HR policies differently. The authors further
indicated that it is employees’ perception con-
cerning the appropriateness of HR policies that
tend to define the value and utility of a given
organization. A positive perception of the given
practices tends to imply an effective execution
and active participation of the employees. This,
in turn, has the potential of enhancing cost ef-
fectiveness and innovation in the organization
(Garg & Punia, 2015).

Bui, Liu, and Footner (2016) focused on the per-
ception of HR policies from the employees’ per-
spective. The authors established that the percep-
tions of HR policies trigger job motivation and
job attitudes. Nevertheless, mixed perceptions
on HR policies implemented by the organization
might yield different outcomes (positive or neg-
ative). Tracey (2012) aimed at presenting an ex-
haustive explanation of the relationship between
HR and OP. The author established that to realize
a positive effect on OP, the HR policies are sup-
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posed to produce consistent, shared, and clear
perceptions. This demonstrates that staff’s per-
ceptions have a key role towards the realization of
the desired outcomes in an organization. This de-
pends on whether the adopted HR policies culti-
vate a strong climate to realize high levels of per-
formance. Tsui, Pearce, Porter, and Tripoli (1997)
as cited in Khan, Awang, and Zulkifli (2013) in-
dicated that employees’ commitment is positively
associated with the interaction between HR pol-
icies and staff’s perceptions. Furthermore, HR
policies can build positive behaviors such as sat-
isfaction, as well as the commitment among the
staff. Nevertheless, HR policies are also likely to
yield negative behaviors, for example, turnover
and absenteeism.

The perceived organizational support is relevant
when it comes to examining the employees’ emo-
tional commitment towards their respective or-
ganizations (Kim & Ko, 2014). Staff tend to de-
velop beliefs regarding how their organizations
value them. Positive levels of perceived organiza-
tional support have the potential of facilitating
the realization of organizational goals. This is
because employees can feel indebted to realizing
the organizational goals due to a positive work at-
titude. There is strong evidence that HR policies
tend to influence the employees’ perceptions con-
cerning the organizational support. In addition,
employees are likely to feel that they are greatly
valued in their organizations when the HR pol-
icies enhance the employees’ perceptions (Kim
& Ko, 2014). Hoglund (2012) indicated that HR
policies normally send intentional signals to the
staff. On the other hand, staff interpret, as well as
make sense to form an individual understanding.

Later, research should try to understand how
employees perceive and react to policies, and
to what extent the existing HR policies care
for workers’ best interests (Ramsay, Scholarios,
& Harley, 2000). According to Awosanya and
Ademola (2009), the strongest influencing factor
shaping the employees’ perception comes from
managerial actions and behaviors. This means
that employees are likely to have an important ef-
fect on OP (M. Lengnick-Hall, C. Lengnick-Hall,
Andrade, & Drake, 2009). The following discus-
sion is captured by the concept of employees’
shared perceptions.

52

2.2. Effect of employees’ shared
perception of human resource
policies on organizational
performance

Strong HR system sends the consistent and unam-
biguous messages to help the employees share a
common understanding of what attitudes and be-
haviors are expected and rewarded (Jiang, Hu, Liu,
& Lepak, 2017). Therefore, shared perception is
important to enhance the desired organizational
goals through the accumulated employees’ attrib-
utes. Without a strong HR system, employees may
construct their own understanding of HR policies,
which may or may not be consistent with organi-
zational intentions (Jiang, Hu, Liu, & Lepak, 2017).
Consequently, the second proposition posits that:

Proposition 2. Shared perceptions act as a mediat-
ing factor between attitude-behavior relationship
by strengthening the obligation and reciprocity in
the exchange relationship

2.2.1. HR policies that enhance the sharing
among employees

More important than just having a set of HR pol-
icies in the organization is how they are actually
perceived be employees resulting in an attitude-be-
havior relationship that results in OP (Jiang, Hu,
Liu, & Lepak, 2017). According to Bergh, Connelly,
Ketchen, and Shannon (2014), employees’ shared
perception of HR policies is said to have a signif-
icant impact on OP. For instance, the authors es-
tablished in their study that high commitment to-
wards the HR policies through added value of the
dedicated employees contributes to organization-
al effectiveness and, in turn, good performance.
Employees’ perception of HR policies tends to fo-
cus more on the needs of the consumers, which is
a common emphasis on OP. According to Bysted
and Jespersen (2014), the shift of employees’ per-
ception on the HR policies focusing more on
consumers’ needs has given way to rational man-
agement, where satisfaction and needs of the cus-
tomers are central. This is said to result in more
aggressive employees thereby improving the per-
formance. Furthermore, Elorza, Harris, Aritzeta,
and Balluerka (2016) indicated that the changes in
the perception of HR policies are said to diminish

http://dx.doi.org/10.21511/kpm.03(1).2019.05



the organizational levels and frontiers of the hi-
erarchy, which has implications on the employees,
mainly the scaling down of the promotion oppor-
tunities, employment stability, change in career,
as well as performance evaluation criteria. Thus,
employees’ perception, loyalty, and commitment
towards an organization may lessen.

In addition, HR policies that enhance the sharing
of knowledge or collaborative culture within an
organization are usually a win situation for both
the employees and the organization. At employ-
ees’ level, it usually acts as the learning tool, where
employees can improve their skills. On the other
hand, at organizational level, the policies influ-
ence the employees’ learning through sharing, as
well as creating new skills, which result in the im-
provement of organizational innovative capacity
(Devloo, Anseel, De Beuckelaer, & Salanova, 2015).
In essence, individuals’ learning might have some
positive impacts on the employees’ intention to
remain in the workplace thereby improving the
organizational knowledge capacity by maintain-
ing the human capital pool. Individual employees’
who perceive that the HR policies make them feel
honored and valued in their workplace will tend to
reciprocate this through innovative behaviors and
hard work, which would assist in accomplishing
the organizational objectives. Furthermore, those
employees that perceive HR policies are support-
ive of innovativeness would tend to reciprocate
this through their innovativeness, which results
in improved OP (Devloo, Anseel, De Beuckelaer,
& Salanova, 2015).

2.2.2. Seeking to build a better organization

Based on shared employee perception that it is them
who structure the innovative ability of the organi-
zation through their resourcefulness, creativity, and
intelligence, such HR policies could develop, iden-
tify, evaluate, as well as reward organizational de-
velopment and growth (Elorza, Harris, Aritzeta, &
Balluerka, 2016). In addition, according to the norm
of reciprocity, personnel are usually anticipated to
trade their dedication and effort in implementing
and generating some novel ideas for concrete incen-
tives such as fringe benefits and pay, admittance to
development programs and training, as well as so-
cial-emotional benefits like care, information shar-
ing, and support. Such policies that show commit-
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ment towards employees would make them recip-
rocate with greater levels of flexible behaviors. As a
result, shared employees’ perception of such HR pol-
icies would affect OP through improved innovative-
ness in employees and their high commitment to-
wards their productivity (Bysted & Jespersen, 2014).

Employees’ shared perception of the compensation
system will probably increase the employees’ moti-
vation for engaging in specific duties within an or-
ganization. However, when such incentives are in-
herently intrinsic, employees might perceive such
recompenses as a burden in doing work that they
were performing out of curiosity or interest, which
could lessen their attentiveness in engaging in in-
novative work behavior. This would, in turn, result
in reduced OP. On the other hand, when employees
perceive that they are intrinsically motivated, they
end up perceiving their work as an extra-role behav-
ior, which will be rewarded. As a result, they end up
feeling valued and recognized, which makes them to
engage in innovative work and perceive the work as
extra-role that is going to be rewarded for extra effort
(Cabello-Medina, Lopez-Cabrales, & Valle-Cabrera,
2011). Bergh, Connelly, Ketchen, and Shannon (2014)
argued that employees require clear signals before
to engaging in innovative work since they consid-
er such work to be risky. Therefore, the HR policies,
which provide financial rewards to employees, are
expected to encourage them to be innovative while
conducting their work, which results in increased or-
ganizational productivity.

Beugelsdijk (2008) argued that compensation
positively influences improved OP since person-
nel who feel that their hard work is being com-
pensated feel indulged in reciprocating with the
unrestricted additional role exertions such as the
innovative work. Thus, employees’ shared percep-
tion of compensation provided by organizations
might result in a sense of responsibility in giving
the business exceptional input and knowledge
or innovative suggestions for performance im-
provement. Cabello-Medina, Lopez-Cabrales, and
Valle-Cabrera (2011) indicated that compensation
is said to have a significant effect on employees’
innovative behavior since it could be an instru-
ment of enhancing such behavior and could also
discourage unproductivity in an organization by
only rewarding those employees with innovative
behaviors.
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Employees perceive training and development as one
of the organizational commitments to HR, which
make them feel the urge to reciprocate via positive
behaviors and attitudes, which are not contractually
enforceable or rewarded (Bysted & Jespersen, 2014).
In fact, the provision of training and development
would signal that an organization contemplates
employees as valuable aspects of its production and
that it is in keen or eager to invest in them. As such,
employees tend to respond to the training and de-
velopment opportunity with some positive attitude
towards an organization, which offers development
(Elorza, Harris, Aritzeta, & Balluerka, 2016). As a re-
sult, such shared positive attitudes would lead to be-
haviors that are treasured for both the organizations
and employees’. When personnel recognize training
and development as a valuable and helpful opportu-
nity, they feel well prepared for evolving their skills
and talents and work hard towards improved OP
(Cabello-Medina, Lopez-Cabrales, & Valle-Cabrera,
2011).

2.2.3. Share what you know: win-win solution

Employees’ perception of information sharing is
beneficial to an organization. Based on the fact,
that employees perceive sharing information per-
tinent since it might induce improvements by the
others, might result in advantageous standards,
signal low competitive conditions or result in an
expectation of reputational and reciprocity im-
pacts. In this case, employees shared perceptions
that relevant information is shared with employ-
ees is anticipated to lead to higher level of innova-
tive work engagement (Bergh, Connelly, Ketchen,
& Shannon, 2014). Nonetheless, sharing the in-
formation helps the employees to understand the
objectives and goals of an organization, which as-
sist them to associate with the set goals and help
the organization to accomplish those objectives.
A study by Elorza, Harris, Aritzeta and Balluerka
(2016) indicated that organizations not sharing
their objectives and not boosting the sharing of
information could achieve negative results since
employees perceive such behavior as procedural-
ly unfair. Indeed, employees feel trusted, support-
ed, and treated fairly whenever an organization
encourages the sharing of information and they
might even feel the need of reciprocating through
innovativeness and hard work, which, in turn, re-
sult in increased OP (Bysted & Jespersen, 2014).

o4

2.2.4. Working environment
and the recognition of support

Beugelsdijk (2008) argued that employees’ percep-
tion of supportive supervision is also viewed to af-
fect OP either negatively or positively. Supportive
supervision is one of the high-commitment HR
policies. Therefore, it is employees’ shared percep-
tions that they should receive regular performance
feedback from the supervisors since through reg-
ular feedback, employees feel encouraged in work-
ing hard to accomplish the organizational objec-
tives. Bysted and Jespersen (2014) indicated that
employees perceive supportive supervision as the
key aspect that enhances their further develop-
ment, application of ideas, and protection. Hence,
employees experiencing supportive supervision
have the feeling of being obliged to reciprocate by
assisting their supervisors to accomplish the or-
ganization’s goals. The reciprocation towards sup-
portive supervision increases their in-role perfor-
mance and could result in performance beyond
their formal job description, as well as increased
innovative and improved OP. Bergh, Connelly,
Ketchen, and Shannon (2014) postulated that sup-
portive supervision results in more innovative-
ness amongst employees if individual employees
also recognize innovative climate, where creativi-
ties could be taken without any fear of ridicule. In
such a scenario, employees would not just see their
supervisors as supportive but would also view
the wider organization as supportive since it en-
courages employees being innovative by reward-
ing their efforts accordingly. Therefore, the more
employees distinguish the climate as helpful, the
stronger the impact of the employees’ shared per-
ceptions of the HR policies would be on OP.

The impact that the perceived HR policies have on
employees” behaviors highly depend on employees’
shared perceptions of their working environment.
Consequently, the relationship between HR policies
and OP is strengthened whenever employees recog-
nize supportive climate, which is valuable to their in-
novative and productive behavior (Cabello-Medina,
Lopez-Cabrales, & Valle-Cabrera, 2011). In addi-
tion, the perceived HR policies would strengthen
OP more when employees concerned perceive that
their work is valued, and their innovativeness is ap-
preciated. Such policies could create an atmosphere
of risk-taking and creativity amongst employees and
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would, in turn, result in more innovative behavior
and improved OP (Cabello-Medina, Lépez-Cabrales,
& Valle-Cabrera, 2011).

According to Ostroff and Bowen (2016), HR pol-
icies are assumed to send signals, as well as com-
munications, that staff tend to draw attributions.
They then tend to cultivate an understanding re-
garding what is valued, rewarded, and expected.
Superior HR systems entail the mechanisms that
normally make several practices salient, coherent,
as well as understandable. This has the potential
of building the consensus among the staff con-
cerning the practices. Additionally, a climate of
shared perceptions tends to arise among the em-
ployees. Nevertheless, there is a notion that the
relationships between HR and OP is not likely to
manifest without collective understanding and
perception of the existing practices among the
employees. Besides, in the absence of strong HR
policies, it is unlikely to experience the shared per-
ceptions. Consequently, it is challenging to realize
enhanced OP (Ostroff & Bowen, 2016).

Kehoe and Wright (2013) asserted that shared per-
ceptions tend to reflect in the context of HR policies.
A strong HR system facilitates the shared perspec-
tives regarding the practices among the employ-
ees. Additionally, shared perceptions on HR pol-
icies normally promote mutual understanding of
work processes thereby enabling the staff to act as
a team to realize the set organizational objectives.
The lack of shared understanding tends to hamper
the coordination, which makes it challenge to cap-
italize. Takeuchi, Chen, and Lepak (2009) stated
that organizational climate can be termed as the
shared perceptions among employees about prac-
tices, process, as well as types of behavior that tend
to be supported and rewarded. The organization
climate is basically used to capture the staff’s per-
ceptions regarding the organizational procedures
or policies. This facilitates the reflection of em-
ployee perceptions of what is important and what
is to be rewarded by the organization.

Given the significance of shared perceptions, it is
important to devote the effort to understand how
individual characteristics may influence the em-
ployees’ perceptions and interpretations of HR
policies. The next subsection highlights the indi-
vidual differences and its influence on perceptions.
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2.3. Individual characteristics and
the influence on performance

The way objects are perceived by employees de-
pend on the attributes of the object itself, the con-
text within which it is perceived, and the charac-
teristics of the perceiver (Brunswik, 1956). Hence,
employees’ perceptions about HR policies are
likely to be affected by individual characteristics.
Consequently, the proposition reads as follows:

Proposition 3. Individual characteristics need
to account for employees’ perceptions, attitudes,
and behaviors to fully understand the HRM-OP
relationship.

2.3.1. Know your past to understand your future

Nishii and Wright (2007) suggested that indi-
vidual’s values, personalities, and past experi-
ences can influence how employees seek and fil-
ter the information to develop their HR percep-
tions. Values refer to stable life goals that people
have, reflecting what is most important to them.
Then, values that are important to people tend
to affect the types of decisions they make, how
they perceive their environment, and their ac-
tual behaviors. Shaped in early life values will
affect his or her employment. Moreover, wheth-
er individuals will be satisfied at a given job
may depend on whether the job provides a way
to satisfy their dominant values. Therefore, un-
derstanding the employees at work requires un-
derstanding the value orientations of employees.
Personality is another characteristic that can in-
fluence the HR perceptions and understanding
someone’s personality gives us clues about how
that person is likely to act and feel in a variety of
situations. Judge and Higgins (1999) affirm that
part of our career success and job satisfaction
later in life can be explained by our childhood
personality.

2.3.2. What is happening inside?

Kooij, Jansen, Dikkers, and Lange (2010) high-
lighted that individual characteristics can affect
the association between employees’ perceptions of
HR policies and work-related attitudes at the indi-
vidual level. Employees’ capabilities and needs re-
quired at work should be known by the supervisor
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(Subyantoro, 2009). So, it is important for manage-
ment to create the conditions that will encourage
employees to perform their responsibilities with a
sense of satisfaction (Nawawi, 2001).

Individual characteristics are likely related to per-
formance. Biographical characteristic such as age
is negatively related to performance, e.g., perfor-
mance declines with increasing age. Therefore,
individual characteristics can shape the individ-
ual behaviors that influence motivation, initiative,
and performance.

Mathis and Jackson (2006) affirm that there are
four individual characteristics that affect how
people can be accomplished, which include inter-
est, identity, personality, and social background.

Furthermore, employees’” proactive personality is
related to personal goals and career success (Crant,
1995). Proactive staff may actively gather informa-
tion of HR policies from managers and thus are
more likely to perceive HR policies as what are re-
ported by their managers.

This suggests that employees’ competency needs
to be stimulated through HR policies to improve
some outcomes. Furthermore, to increase the em-
ployees” outcomes, it is necessary to create a flexi-
ble work structure and clear HR policies those em-
ployees feel related.

The following table summarizes the propositions
and the supporting literature highlighted in this
section.

Table 2. Workers’ behavior and individual performance

Source: Developed by authors.

Supporting literature

Summary

1) The association between employees’ perceptions of HR policies and overall performance tends to be different
within the same organization. More specifically, the effects of HR policies on staff are organizational-specific

Organizations’ goal in establishing the ideal HR policies

Sanders, Dorenbosch, and Reuver (2008)

Employees should perceive HR policies as unique, relevant, and internally consistent

Young-Thelin and Boluk (2012)

Competitive organizations will likely establish innovative HR policies

Supportive HR policies and the sense of (un)fairness

Edwards (2009); Frenkel, Restubog, and Bednall
(2012)

i HR policies should be perceived as fair and equitable by employees

Psychological contact for retaining the critical assets

Vermeeren, Steijn, Tummers, Lankhaar,
Poerstamper, and Van Beek (2014)

i HR policies help bringing together both parts, i.e., employees and employer

Bal, Bozkurt, and Ertemsir (2014)

i Human resources are the key source of competitive edge in the organizations. HR
i policies should emphasize that employees are critical assets to the organization

Successful organizations influence HR policies or is it the other way around?

Hassan (2016)

. HR policies are positively correlated to employees’ performance

Suttapong, Srimai, and Pitchayadol (2014) | performance

i Organizations considers HR policies as a critical aspect that directly influences the

HR policies and the (in)direct impact on employees’ outcomes

Stumpf, Doh, and Tymon (2010); S. Yadav and D. :
Yadav (2013); Collins and Smith (2006)

. HR policies influence the employees’ perceptions and stimulate OP

Ansari (2011)

i Related HR policies with employees’ commitment

Ferguson and Reio Jr. (2010); Bui, Liu, and

Footner (2016) - motivate the staff

: Suggested that HR function can have a positive impact on the OP through the
: deployment of supporting organization-based policies and processes that tend to

Choi and Lee (2013) " satisfaction

“HR policies impact OP through an indirect effect that is mediated by employee’s job

Tian, Cordery, and Gamble (2016)

i Related HR policies with job engagement and performance

Garg and Punia (2015) | participation

i Related HR policies with employee’s productivity, effective execution, and active
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Table 2 (cont.). Workers’ behavior and individual performance

Supporting literature

Summary

2) Shared perceptions act as a medlatmg factor between attitude-behavior relationship by strengthening the
obligation and reciprocity in the exchange relationship

HR policies that enhance the sharing among employees

: Strong HR system sends consistent and unambiguous messages to help employees

Jiang, Hu, Liu, and Lepak (2017) ;
: rewarded

i share a common understanding of what attitudes and behaviors are expected and

Jiang, Hu, Liu, and Lepak (2017)

i How HR poI|C|es are percelved be employees result inan athtude behaV|or assoaahon

Bergh, Connelly, Ketchen, and Shannon (2014)

Shared perception of HR policies contributes to organizational effectiveness

Elorza, Harris, Aritzeta, and Balluerka (2016)

Sharing perceptions diminish organizational levels and front‘lers of the hierarchy W|th
i benefits in the employees’ perception, loyalty, and commitment

Seeking to build a better organization

Elorza, Harris, Aritzeta, and Balluerka (2016)

i Shared employee perception will cause organizational development and growth

‘ Shared employees’ perception of HR policies that show commitment will likely

Bysted and Jespersen (2014)

: affect performance through improved innovativeness in employees and their high

commltment towards their productivity

Cabello-Medina, Lépez-Cabrales and Valle-
Cabrera (2011); Bysted and Jespersen (2014);

Elorza, Harris, Aritzeta, and Balluerka (2016) ! attitudes

Employees perceive training and development as a S|gnal that orgamzatlon
H contemplates them as valuable resource. As such employees respond with positive

Share what you know: win-win solution

Bergh, Connelly, Ketchen, and Shannon (2014)

: Employees sharing relevant information between employees is anticipated to lead to
h|gher level of innovative work engagement

Bysted and Jespersen (2014); Elorza, Harris,
Aritzeta, and Balluerka (2016)

Orgamzat‘lons not sharlng thelr objectives and not boostmg the sharing of |nformat|on
: { could achieve negative results since employees perceive such behavior as
i procedurally unfair

Working environment and the recognition of support

Beugelsdijk (2008) : posmvely

: Employees’ perception of supportive supervision is also viewed either negatively or

Bysted and Jespersen (2014); Bergh, Connelly,
Ketchen, and Shannon (2014)

Perceived support from superwsnon isa key aspect that enhances employee S further
i development, application of ideas, and protection

3) Individual characteristics need to account for employees’ perceptions, attitudes, and behaviors to fully understand
the HRM-OP relationship

Know your past to understand your future

Nishii and Wright (2007)

: Individual’s values, personalities, and past experiences can influence how employees
: seek and filter information to develop their HR perceptions

Judge and Higgins (1999)

Affirmed that part of our career success and job satisfaction later in I|fe can be
i explained by our childhood personality

What is happening inside?

: Highlights that individual characteristics can affect the association between

Kooij, Jansen, Dikkers, and Lange (2010)
i level

i employees’ perceptions of HR policies and work-related attitudes at the individual

Nawawi (2001)

Line managers should create condlt‘lons that will encourage employees to perform
i their responsibilities with a sense satisfaction

3. DISCUSSION

The focus of the review was to present the propo-
sitions offering the potential directions for future
research. The review of the past studies indicates
that there is a relationship between how HR pol-
icies are perceived by employees and OP (Kehoe &
Wright, 2013; Cesario, 2015; Pombo & Gomes, 2018).
Additionally, perceptions of HR policies were found
to have an impact on the outcomes of employees and
organizations (Li, Rees, & Branine, 2019). Substantial
evidence to some extent supports the relationship
between employees’ perception and high-perfor-
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mance levels of organizations. Nevertheless, many of
the studies reviewed have used managerial reports.
Therefore, there is a need to comprehensively exam-
ine the role of employees’ perceptions of HR policies
and the relationship to OP.

The literature review has demonstrated that in-
deed there is a relationship between HR policies
and the performance of organizations. This is at-
tributed to the fact that HR policies tend to serve
as a means of triggering OP, i.e., according to Li,
Rees, and Branine (2019, p. 1424), high perfor-
mance and innovative HRM practices predicted
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the enhanced financial and market performance.
Nevertheless, there is little research on employees’
perception of HR policies and the relationship to
OP (Boxall & Macky, 2009; Wright & Nishii, 2007).
Empirical research has confirmed that employees’
perceptions of HR policies are related to job satis-
faction, as well as their commitment. Nevertheless,
the current paper highlighted that employees’ per-
ception regarding HR policies may sometimes
vary from one organization to another (Hinkin
& Tracey, 2010; Liao, Toya, Lepak, & Hong 2009).
Additionally, it was revealed that employees’ per-
ception of fair HR policies is likely to boost the
productivity, as well as the performance of an or-
ganization. Furthermore, it was suggested that
there is need to examine the impact of HR policies
on OP through the lens of employees’ perception
in detail. A few scholars have recommended that
additional studies need to be conducted to ascer-
tain the relation between staff’s perception on HR
policies and how this relates to OP (Khilji & Wang,
2006; Nishii, Lepak, & Schneider, 2008).

Employees’ attitudes, as well as interpretations of
HR policies, form a key means of establishing the
relationship between HRM and OP (Li, Rees, &
Branine, 2019). Thus, it is necessary to conduct an
exhaustive study on the mediating role played by
employee’s perceptions when it comes to the as-
sociation between HR and OP. Additionally, HR
policies are largely meant to boost staff motivation,
job satisfaction, and competence, which, in return,
are likely to improve the OP (Jiang, Lepak, Han,
Hong, Kim, & Winkler, 2012; Messersmith, Patel,
Lepak, & Gould-Williams, 2011).

There is a supposition that effective HR policies
tend to enhance the employees” overall organiza-
tional commitment and motivation. Additionally,
the presence of HR policies that recognizes and
rewards staff’s effort is likely to yield the im-
proved performance of an organization. As such,
organizations need to formulate HR policies that
stimulate the employees’ sense of support by the
organization. This has the potential of enhancing
OP in the long run. The research suggests that HR
policies that are positively perceived by employ-
ees are likely to have a significant impact on OP.
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Therefore, successful organizations normally con-
sider the employees’ perceptions of implemented
HR policies to be significant.

In some cases, employees tend to share the per-
ceptions of HR policies. Shared perceptions are
perceived to have a significant impact on the
overall OP. This is a clear indication that mutual
perceptions play an important role towards the
attainment of the organizations’ desired out-
comes. This further facilitates the cultivation
of strong organizational environment that con-
tributes to the achievement of high-level perfor-
mance (Tracey, 2012). Shared perceptions can en-
hance the employees’ commitment when it comes
to the accomplishment of organizations’ goals,
e.g., shared positive perception of fairness is like-
ly to foster the staff’s attitude to further improve
their commitment to the organization (Pombo &
Gomes, 2018). In general, there are positive cor-
relations between the degree to which organiza-
tions execute the HR policies and OP, i.e., accord-
ing to Pombo and Gomes (2018, p. 66), by the way
the management applies them, and how these are
embraced by employees.

Hereafter, individual characteristic can influ-
ence the HR perceptions and should be con-
sidered. The latter is related to performance.
Therefore, understanding someone’s values and
personalities is likely to help gathering knowl-
edge to develop the HR policies more accurate-
ly. Hence, attitudes and behaviors (Pombo &
Gomes, 2018) are likely to be affected by indi-
vidual characteristics and perceptions about HR
policies. Some characteristics can help predict
the behaviors that influence motivation, initia-
tive, and the overall performance. The research
paper established that the selection of HR poli-
cies has proved to be strategic towards the per-
formance of organizations. As such, HR manag-
ers are supposed to concentrate on developing
the favorable policies as they are related to OP.
In sum, employees’ perceptions on the process of
information are influenced by individual’s val-
ues, personalities, and past experiences. Hence,
employees’ perceptions about HR policies are
likely to be affected by individual characteristics.
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CONCLUSION

The goal of this paper was to take a step toward identifying and addressing the influence of employees’
perceptions on HRM. Nonetheless, the paper revealed that there is a gap concerning the employees’ per-
ception of HR policies and the relationship to OP. The existing studies have not exhaustively considered
the role of employees’ perceptions on HR policies in improving the OP (Khilji & Wang, 2006; Nishii,
Lepak, & Schneider, 2008). New perspectives for framing the research question also may prove helpful
for bridging the gap between more comprehensively examined role of employees’ perceptions of HR
policies and the relationship with OP. Pombo and Gomes (2018, p. 65) suggested that to understand this
unresolved mystery, researchers, one should explore the relationship with outcomes. The available stud-
ies suggest that there is an association between perceptions of HR policies and the overall performance
of a given organization. Social information processing theory and attribution theory were used to ex-
plain the anticipated associations. In addition, the social information processing theory posits that it is
sensible to project the influence of social setting on employees’ perceptions concerning the HR policies
in an organization. Various studies reviewed were mainly on the relationship between the employees’
perceptions of HR policies and OP. Additionally, the review of the existing literature in relation to the
effect of shared perceptions was also conducted. Finally, the characteristics of the individual were also
considered in the research. Nevertheless, the existing literature was considered insufficient.

Generally, this article proposed that HR policies when positively perceived, enhance the employees’ job
satisfaction and commitment. Additionally, it was highlighted in the analysis that shared perceptions
of HR policies among the employees are positively related to OP. Nevertheless, it is possible for different
employees, with different characteristics, to have varying perceptions concerning the existing policies.
Therefore, it is important for future researchers to direct their efforts towards establishing the associa-
tion between HR policies and OP by examining the role played by employees’ perceptions. This has the
potential of offering new insights on how employees perceive the implemented policies and how their
perceptions are likely to boost the performance of the organization either positively or negatively. As
such, it is important for future researchers to consider and specify the outcomes, as well as clarify how
HR policies are being perceived. The need for detailed study is based on the fact that there is missing
in-depth understanding of how employees perceive HR policies and how this is likely to shape their atti-
tudes and commitment, which, in turn, enhances OP (Kehoe & Wright, 2013). Such insights are needed
to present new views of the connection between HR policies and OP.
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