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Abstract

Purpose - This study seeks to explore the value creation opportunities 
offered by e-HRM practices. The purpose of this paper is to examine 
the impact of operational, relational, and transformational e-HRM 
practices on organizational outcomes by incorporating HRM service 
quality as an intermediary value creating factor.

Design/methodology/approach –Line managers of commercial banks 
that adopted operational, relational, and transformational e-HRM were 
asked to participate in the study. The study used exploratory factor 
analysis for scale validation. PLS-SEM was used to validate and test 
the conceptual model. 

Findings - Drawing on data from a large and new survey, the study 
found that operational, relational, and transformational e-HRM 
practices have a significant impact on HR service quality and employee 
productivity. HRM service quality mediates the relationship between 
e-HRM practices and organizational outcomes.

Implications - The study focuses on the relevance of e-HRM practices 
for improving organizational effectiveness, leading to competitive 
advantage for the firm. It is one of the pioneering studies that explore 
the link between e-HRM practices and organizational outcomes by 
analyzing the perception of South Asian line managers from the banking 
sector.   Organizations from developing and developed countries can 
extract benefits by designing and implementing e-HRM systems in a 
way that supports their workflow.

Keywords: e-HRM practices; Employee productivity; Quality of HR 
services; Operational, relational, and transformational e-HRM.
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1 Introduction

A d v a n c e s  i n  i n f o r m a t i o n  a n d 
communication technologies have led to new 
information technology-based management 
systems. Due to the availability of these 
management information systems, the HRM 
function faces exceptional pressure to become 
more efficient, productive, innovative, and capable 
of supporting strategic objectives, creating a new 
e-HRM approach. Indeed, the latest advances in 
technology have had a significant impact on HR 
processes, leading to a “real-time, information-
based, self-service, interactive work environment” 
(Lengnick-Hall & Moritz, 2003, p. 365) that aims 
to create value for organizational stakeholders 
(Bondarouk & Ruel, 2009; Ruel, Bondarouk, 
& Van der Velde, 2007). Such systems have 
many potential benefits for organizations, such 
as operational efficiency, enhanced quality of 
HR processes, cost reduction, better delivery of 
HRM services, and transformation of the HR 
function into a strategic partner (Bondarouk & 
Ruel, 2009; Lepak & Snell, 1998; Marler, 2009; 
Strohmeier, 2007). The broader focus of existing 
studies has remained on investigating micro-level 
issues. For instance, prior research has often used 
the technology acceptance model as a theoretical 
perspective in e-HRM studies.

Very few studies draw on the resource-
based view of the firm (RBV) to examine the 
effects of e-HRM on workplace outcomes (Marler 
& Fisher, 2013). Previous studies (Bondarouk, 
Schilling, & Ruel, 2016; Marler & Fisher, 2016; 
Panos & Bellou, 2016; Wahyudi & Park, 2014) 
have acknowledged that e-HRM can create value 
by increasing the efficiency of HR activities, 
improving HR service delivery, and transforming 
the role of the HR function into one that is 
more strategic. If this is true, then e-HRM may 
create value and contribute to the success of the 
firm. Therefore, the extensive deployment of 
technology-enabled HRM could be an additional 
source of rents. Human resources can lead to 
sustainable competitive advantage because the 

distinctiveness of human beings compared to 
other resources is constituted on the basis of their 
ability to learn, transfer knowledge, and make 
productive use of resources (Penrose, 1959). 
e-HRM can provide a platform for the effective 
utilization of resources, resulting in superior firm 
performance (Lengnick-Hall,  Lengnick-Hall, 
Andrade, & Drake, 2009; Ulrich & Brockbank 
2005), and making the RBV framework a 
suitable one for assessing if e-HRM can enhance 
organizational performance (Marler, 2009; 
Marler & Fisher, 2013; Parry, 2011). This study 
draws on RBV theory to investigate the role of 
e-HRM practices in improving the quality of HR 
services and employee productivity, an important 
organizational outcome. 

Firms seek to improve capability and 
processes through the deployment, development, 
and management of HR, which is imperative 
for achieving strategic goals (Parry, 2011; 
De Winne & Sels, 2003). Enhancing the 
productivity of the workforce is a key to achieving 
superior performance (Delery & Shaw, 2001). In 
particular, HR service quality has been considered 
a key variable for employee satisfaction and the 
productivity of employees as internal customers 
(Uen, Ahlstrom, Chen, & Tseng, 2012; Zheng & 
Lamond, 2010). Existing research has suggested 
an association between e-HRM and the quality 
of HR services (Wahyudi & Park, 2014); 
however, the quality of HR services (QHRS) is 
not an ultimate objective for organizations (Uen  
et al., 2012).  Unfortunately, previous research 
on e-HRM has generally ignored the impact 
of e-HRM practices on organizational-level 
outcomes, such as employee productivity (Marler 
& Fisher, 2013). This research aims to fill this gap 
by investigating whether operational, relational, 
and transformational e-HRM practices improve 
employee productivity in the workplaces of 
commercial banks in Pakistan. 

Research on e-HRM practices is relatively 
limited. Moreover, the existing e-HRM models 
have been developed in Europe and the United 
States. These studies may, therefore, reflect 
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westernized attitudes and beliefs. To date, very 
little is known about the use of e-HRM and its 
impact on organizational outcomes in South Asia, 
in particular. The banking sector in Pakistan is 
important for several reasons. First, it is expected 
to remain a strong contributor to the economy 
(KPMG, 2013). Second, it is one of the most 
profitable sectors of the economy (Khan, 2009), 
facilitating the use of the latest management 
trends and technology. Third, there has recently 
been an upsurge in the use of e-HRM practices 
in banks as top management has focused on 
the quality of HR processes and productivity to 
improve competitiveness (Bashir, 2015; Khan, 
Rehman, Rehman, Safwan, & Ahmad, 2011).  

This study makes several contributions. 
First, the study enriches the existing literature by 
examining the impact of e-HRM on employee 
productivity. Second, it extends existing models 
by incorporating the role of quality of HR 
service (QHRS) as a mediator between e-HRM 
and HRM outcomes. Third, the study provides 
evidence on the efficacy of e-HRM practices 
from the banking sector of Pakistan, a sector that 
has adopted these practices extensively in recent 
decades. The paper proceeds with a review of the 
RBV and its application for e-HRM, and explores 
the linkages between operational, relational, and 
transformational e-HRM practices, quality of HR 
service, and employee productivity to develop the 
hypotheses. Prior to discussing our results, we set 
out our methodology.

2 Literature Review  

2.1 Resource-based view of the firm and 
e-HRM

The resource-based view of the firm is a 
major theoretical paradigm that has been used 
extensively in the strategic HRM literature. 
It emphasizes building competitive advantage 
through capturing economic rents stemming 
from fundamental firm-level efficiency advantages 
by exploiting internal resources and developing 

organizational capability (Barney, 1991; Penrose, 
1959; Wernerfelt, 1984). 

Thus, the RBV provides a useful framework 
for establishing associations between HRM and 
organizational performance. The RBV thus 
accords a direct and strategic role for HRM. It 
focuses on internal factors and postulates that the 
performance of a firm is the result of its resources 
and capabilities. 

Boselie, Dietz, and Boon (2005) reported 
that one third of HRM-performance empirical 
studies from 1994 to 2003 used the RBV as 
a theoretical framework. Koch and McGrath 
(1996) looked at the impact of HR on employee 
productivity in US business units. They build 
on the RBV by recommending that a positive 
association exists between sophisticated HRM 
systems and employee productivity. Huselid 
(1995) also confirms the link between HRM and 
employee productivity and turnover. A key study 
that draws on the RBV to investigate the links 
between e-HRM practices and organizational 
performance is the one by Parry (2011). 

The  RBV encompasse s  two key 
assumptions (Deb, 2009). First, human capital 
is a valuable asset that is critical for organizational 
success. Second, resources should be transformed, 
using routines, into organizational capability. 
Firm resources and skill on their own do not 
guarantee sustainable competitive advantage 
(SCA). Similarly, HRM practices are critical for 
achieving competitive advantages; however, these 
practices are not sufficient for SCA. Competitive 
advantage can be sustained where organizations 
are able to effectively implement HR systems 
and make them integral to their strategies. Deb 
(2009) claims that the same can be achieved 
when resources, processes, and activities are 
combined into a system that represents a collective 
learning system. This study argues that one way 
of doing this is for an organization to introduce 
a comprehensive e-HRM system. 

e-HRM practices enable organizations 
to integrate, assemble, and make productive use 
of inimitable resources as well as enhance their 
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capabilities, resulting in superior productivity 
and firm performance (Lengnick-Hall & 
Lengnick-Hall, 2006; Ulrich & Brockbank, 
2005). Superiority comes from productive and 
differentiated employees both in secondary and 
primary value-chain activities (Koch & McGrath, 
1996; Parry, 2011). Such human capital fits the 
spirit of the RBV. These practices can accrue 
returns for organizations by providing quality 
services to internal customers and as a result 
improve employee productivity and lower costs 
(Coronas & Oliva, 2009; Parry & Tyson, 2011).  
The study tests whether e-HRM practices improve 
employee productivity by providing quality 
services to internal customers.

2.2 Operational,  relational,  and 
transformational e-HRM 

e-HRM does not play a specific role in 
the development of HRM, but offers a set of 
approaches to HRM. Generally, HRM refers to 
a set of activities undertaken by a firm for the 
effective utilization of human capital (Lengnick-
Hall & Moritz, 2003) and these activities can be 
divided into three main categories: transactional 
activities (derived from operational impact), 
traditional activities (derived from relational 
impacts), and transformational activities (derived 
from transformational impact) (Noe, Colquitt, 
Simmering, & Alvarez, 2003; Parry & Tyson, 
2011). Taking the same analogy, Bissola and 
Imperatori (2013) suggested that e-HRM 
practices can be grouped into operational, 
relational, and transformational e-HRM practices. 
There are two types of e-HRM studies identified 
in the literature. The first set of e-HRM studies, 
such as Bissola and Imperatori (2013), examines 
the individual impact of  operational, relational, 

and transformational e-HRM practices on value 
outcomes. The second set of e-HRM studies 
focus on an integrated view of e-HRM for 
operational, relational, and transformational 
impact. Following the Bissola and Imperatori 
(2013) e-HRM practices classification, this 
study aims to examine the individual effect of 
each type of e-HRM practices. Table 1 shows the 
classification of e-HRM practices.

Operational e-HRM practices are 
concerned with the administrative role of the 
HR function. Such practices are also called zero 
level or obligatory practices because these are 
usually considered essential for the existence of the 
HR function (Maatman, Bondarouk, & Looise, 
2010). Workplaces use operational or zero level 
e-HRM practices to achieve ‘transactional goals’, 
including, inter alia, productivity improvements 
and reducing the cost of HR activities (Bissola & 
Imperatori, 2013; Strohmeier, 2007). 

Second, relational e-HRM practices 
are focused on inter-personal relationships. 
Bissola and Imperatori (2013, p. 453) described 
relational e-HRM practices as a tool “to manage 
the relationship between organizations and their 
employees”. The purpose of such practices is 
twofold: first, they improve the quality of HR 
services, and second, they ensure procedural and 
organizational justice by empowering employees 
and managers (Payne, Horner, Boswell, Schroeder, 
& Stine-Cheyne, 2009; Parry & Tyson, 2011). 
By contrast, transformational e-HRM concerns 
e-HRM practices with a ‘strategic character’ to 
align employee attitudes and behavior with the 
organization’s strategy (Bissola & Imperatori, 
2013; Bondarouk & Ruel, 2009; Marler, 2009; 
Parry & Tyson, 2011).  
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Table 1 
Classification of e-HRM practices

Source Operational Practices Relational Practices Transformational Practices

Snell, Pedigo, and 
Krawiec (1995)

Information, making information 
available, and using it for decision 
support

HR databases, supporting HR-related 
decisions, and increasing abilities in 
other parts of the organization

Restructuring, outsourcing, 
and strategic alliances created 
by the organization

Lengnick-Hall and 
Moritz (2003). Publishing information Automation of transactional workflow Transformation of the way 

HRM is conducted in the firm

Lepak, Bartol, and 
Erhardt  (2005)

Benefit administration, record 
keeping, employee services, 
communication

Performance management, recruiting, 
training,  compensation

Knowledge management, 
organizational development, 
strategic planning

Sanayei and Mirzaei 
(2008) Payroll, record keeping

Recruitment and selection, 
performance appraisal and 
management, skills management, 
training management, grievance 
management

Succession planning and talent 
management

Parry and Tyson
(2011)

Payroll, administrative HR 
practices

Performance management, 
recruitment and selection, learning 
and training.

Strategic orientation, 
knowledge sharing

Bissola and   Imperatori 
(2013)

Record keeping, payroll, benefit 
management

Recruitment, learning and training, 
performance appraisals, compensation 
management

Knowledge management, firm 
communities

3 Hypotheses Development

3.1 Employee productivity

In today’s competitive world, organizations 
place emphasis on employee productivity 
improvement strategies (Qutaishat, Khattab, 
Zaid, & Al-Manasra, 2012).  Productivity has 
been recognized as a key value outcome in the 
IT business value literature for superior firm 
performance and to achieve competitive advantage 
(Lempinen & Rajala, 2014). Organizations use 
HRM technologies aiming to boost employee 
productivity (CedarCrestone, 2013). Theoretical 
support for such propositions has been found 
in IT business value research and the HRM 
literature. e-HRM offers opportunities to  the 
human resources of organizations to enhance 
their capabilities, leading to improved employee 
productivity (Bissola & Imperatori, 2013; 
Bondarouk & Ruel, 2013; Marler & Fisher, 
2013; Panos & Bellou, 2016; Snell & Dean, 
1992). e-HRM also increases productivity 
through automation and replacing low-value 
administrative tasks with high value-added tasks 

(Marler & Parry, 2016). It also provides quick, 
updated, and reliable information to managers 
for them to make appropriate decisions.

A management system based on 
technology creates opportunities for the human 
resources of organizations to enhance their 
capabilities and contribute to the success of the 
organization (Snell & Dean, 1992). If innovative 
approaches to HRM increase organizational 
performance, then e-HRM seems a good fit for 
superior organizational performance, in terms 
of enhanced employee productivity. Employee 
productivity is referred to as the “extent to which 
a firm’s labor force is efficiently creating output.” 
(Ejaz, 2012, p. 38). 

According to the SHRM and e-HRM 
literatures, it is appropriate to differentiate 
between e-HRM practices on the basis of the 
value they add to the organization (Parry & 
Tyson, 2011).  Youndt, Snell, Dean, and Lepak 
(1996) suggested that different HRM practices 
influence organizational outcomes in different 
ways, indicating that e-HRM practices may play 
different roles in the enhancement of employee 
productivity. Generally, firms introduce e-HRM 
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practices to achieve operational, relational, and 
transformational goals. 

A shift in approach for the delivery of 
transactional-HRM from employee-intensive 
to technology-intensive has been noted in how 
transactional HRM tasks are performed through 
technology-enabled HRM practices. Operational 
e-HRM practices increase the efficiency of 
organizations by streamlining transactional 
HRM activities, speeding up processes and 
reducing headcounts (Lepak & Snell, 1998; 
Parry, 2011). Such practices provide efficient 
and alternative ways to performing transactional 
HR processes more accurately and effectively, 
leading to a reduction in staff numbers and 
potentially contributing to an increase in 
employee productivity (Martin, Reddington, & 
Alexander, 2008). One recent study reported that 
e-HRM practices increase both cost and time 
efficiencies and are expected to enhance employee 
productivity (Parry, 2011). e-HRM can reduce 
costs and save employees’ time by “allowing more 
transactions to occur with fewer fixed responses” 
and, as a result, improve employee productivity 
(Hendrickson, 2003, p. 383). Therefore, we 
propose that workplaces within commercial banks 
that implement operational e-HRM will have 
better employee productivity.

H1a: Operational e-HRM practices are 
positively and directly associated with 
employee productivity.

HR strategy and practices develop 
organizational capability by developing and 
supporting employees’ knowledge, skills, and 
relationships inside the organization (Snell, 
Stuebner, & Lepak, 2002). Some authors have 
suggested that the primary focus of HR practices 
is to create a positive employment relationship 
(Bissola & Imperatori, 2013; Lengnick-Hall & 
Moritz, 2003) and have explored the relational 
implications of HRM practices (Bissola & 
Imperatori, 2013; Evans & Davis, 2005). 
Relational e-HRM practices do not just mean 

the ‘digitization’ of traditional HR practices and 
systems, but provide new management styles 
that create relationship opportunities (Bissola 
& Imperatori, 2012; Marler, 2009), which have 
a significant and positive impact on employee 
productivity by improving HR services and 
empowering employees (Bissola & Imperatori, 
2013). Thus, we propose that:

H1b: Relational e-HRM practices are 
positively and directly associated with 
employee productivity.

Transformational practices focus on talent 
management and employee development. They 
include practices such as knowledge management, 
HR planning, and talent acquisition and 
management. In spite of some discussion in the 
literature about the potential impact of e-HRM, it 
is still not clear whether transformational e-HRM 
significantly contributes to the achievement of 
strategic outcomes, such as employee productivity. 
These practices do not always emphasize employee 
outcomes directly, but generally aim to align 
employees’ behavior with organizational outcomes. 
Such a consideration is relevant for organizations, 
such as banks, which have widely scattered 
units/branches where transformational e-HRM 
practices can be utilized to align employees’ 
attitudes with the banks’ goals and to enhance 
employees’ abilities and competencies. We thus 
argue that e-HRM practices can provide the 
necessary conditions to help improve employee 
productivity (Bissola & Imperatori, 2013; Parry 
& Tyson, 2011). Therefore, we hypothesize that:

H1C: Transformational e-HRM practices 
are positively and directly related with 
employee productivity.

3.2 Quality of HR services

Organizational goals could be enhanced 
by addressing internal customer satisfaction 
through improvements in service quality (Marler 
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& Parry, 2016; Soteriou & Stavrinides, 2000; 
Uen et al., 2012). The delivery of quality services 
is imperative for the satisfaction of internal 
customers because it directly influences their 
motivation. It supports the routines, processes, 
and activities of the functional division. Internal 
service quality describes the level of support and 
assistance offered by the firm to its employees 
(Liao et al., 2009). The IEEE Standard Glossary 
(IEEE STD 610.121990) defines quality with 
regard to software in terms of the software’s 
compound characteristics as determinants of 
meeting customer expectations. 

Ehrhart, Witt, Schneider, and Perry (2011) 
utilize the concept of service quality to investigate 
internal service quality in branches of banking 
organizations. Researchers and practitioners have 
shown a keen interest in service quality in order 
to evaluate performance; however, the existing 
literature pays relatively limited attention to 
the quality of services within HRM contexts, 
including, most recently, the introduction of 
e-HRM (Wahyudi & Park, 2014). Theoretically, 
e-HRM improves the QHRS as it enables a firm 
to provide standard and errorless HR services to 
internal customers that may ultimately help the 
employees to focus more on their core duties 
and thus have a positive effect on employee 
productivity. Certain studies present positive 
views about the relationship between e-HRM 
and HR service quality. For example, Wahyudi 
and Park (2014) found that e-HRM usage is 
a strong predictor of HR service quality. Parry 
(2011) argued that e-HRM practices can increase 
the quantity and quality of the services that HR 
provides to the organization. Ramezan, Nazari, 
and Ahmadi (2013) found that operational 
and relational e-HRM practices have a positive 
and significant effect on the quality of HR 
processes. Wahyudi and Park (2014) suggested 
a direct relationship between e-HRM practices 
and the quality of HR services. e-HRM plays a 
key role in improving the quality of services by 
enforcing a climate for services and facilitating 
HR-service delivery. Therefore, we hypothesize 

that workplaces within commercial banks that 
take more interest in providing quality HR 
services will have a higher rate of adoption of 
relational, operational, and transformational 
e-HRM practices.

H2a: Higher adoption rates of operational 
e-HRM practices are positively associated 
with HR service quality.  

H2b: Higher adoption rates of relational 
e-HRM practices are positively associated 
with HR service quality.   

H 2 a :  Hi g h e r  a d o p t i o n  ra t e s  o f 
transformational e-HRM practices are 
positively associated with HR service quality.   

Quality of HR services (QHRS) plays 
a central role in investigating the e-HRM-
performance relationship regardless of perception 
and cultural differences. HR quality is at the 
center of the e-HRM-performance causal chain. 
Uen et al. (2012) described the above idea in 
terms of ‘HR input quality’, ‘HR process quality’, 
and ‘HR output quality’ and proposed that such 
dimensions are essential for a comprehensive 
‘HR service quality’ framework. First, HR output 
quality is an important aspect of the quality of the 
HR system and refers to what is produced as a 
result of providing a service; whereas HR process 
quality describes the “quality of interaction 
between service provider and internal customer” 
(Johnson et al., 1995 apud Uen et al., 2012, p.7) 
and provides reliable services for the internal 
customer; while HR input quality refers to the 
structure, equipment, and practices that support 
the services (Uen et al., 2012). If HR services are 
provided with innovativeness, customization, and 
comprehensiveness to internal customers, they 
will satisfy their needs, increase job performance 
and the focus on core activities, and ultimately 
enhance employee productivity (CedarCrestone, 
2012; Uen et al., 2012). Based on the above 
discussion, the study argues that e-HRM practices 
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(HR input service quality) increase the quality of 
HR services (HR process service quality), which in 
turn increases employee productivity (HR output 
service quality) (Uen et al., 2012). Many studies 
(Bondarouk et al., 2016; Ramezan et al., 2013; 
Wahyudi & Park, 2014) have empirically found a 
relationship between e-HRM practices and quality 
of HR services; however, some research suggests 
that we need to know more about how QHRS 
influences the impact of HRM practices and 
policies on key workplace outcomes (Meijerink, 
Bondarouk, & Lepak, 2016; Uen et al., 2012). 
Therefore, the study extends the existing model by 
analyzing the mediating impact of QHRS between 
operational, relational, and transformational 
e-HRM and employee productivity. We argue 
that QHRS plays a significant mediation role in 
the association between operational, relational, 
and transformational e-HRM practices, on the 
one hand, and employee productivity, on the 
other hand.

H3: QHRS mediates the relationship 
between operational, relational, and 
transformational e-HRM practices and 
employee productivity.

4 Research Design

4.1 Context of the study

Due to a lack of universal e-HRM 
practices, the use of e-HRM practices varies 
from country to country and industry to 
industry (Iqbal, Ahmad, Allen, & Raziq,  2018; 
Obeidat, 2016). Bondarouk et al. (2016) and 
Iqbal et al. (2018) argue that there is limited 
empirical evidence on the e-HRM value creation 
proposition from the developing country context. 
Research suggests that country specific empirical 
evidence is essential to conclude the e-HRM 
value creation debate (Ahmad & Allen, 2015; 
Panayotopoulou, Galanaki, & Papalexandris, 
2010). Therefore, empirical findings drawn from 
western studies are not easily generalizable with 

regard to developing countries. Conducting 
research in multiple sectors or industries with 
different competitive environments may in some 
cases deviate or confuse the research (Becker & 
Gerhart, 1996). Single-industry studies enable 
researchers to identify the key competitive metrics 
that participants within the industry consider 
important, and assess the unique strategies that 
organizations engage in as a means of increasing 
performance in those metrics, which is quite 
relevant to the e-HRM performance debate. In 
order to benefit from a single industry analysis, 
we decided to select our sample from the banking 
industry in Pakistan. 

Pakistan is a South Asian country with a 
population of approximately 200 million. Banking 
organizations in Pakistan represent 95% of the 
financial sector and the country has secured 46th 
position out of 55 for banking soundness (Blanke 
& Chiesa, 2009). The history of the banking 
sector in Pakistan can be categorized into pre-
nationalization, nationalization, and privatization 
stages. In the privatization evolutionary stage, 
many state-owned banks were privatized to 
increase the efficiency of such banks and to 
overcome problems such as high administration 
costs and low employee productivity and customer 
service. The government of Pakistan revised the 
nationalization law and as a result transferred the 
ownership of a few public banks to the private 
sector. In 1990, the share of the private banks 
increased significantly (i.e. 45.5%). The post-
privatization era has witnessed an outdated system 
and inefficient utilization of key organizational 
resources such as human resources, which are key 
concerns for the banks (Burki & Niazi, 2009). It 
is imperative to have competent, productive, and 
knowledgeable employees for the development of 
private banks. The focus of this research is private 
banks in Pakistan. There are 17 private banks 
operating in Pakistan. As above, limited empirical 
evidence exists regarding the value creation of 
operational, relational, and transformational 
e-HRM practices. 
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4.2 Data

There are no secondary data sources for 
examining how e-HRM influences workplace 
outcomes in Pakistan. Indeed, there are few 
quantitative studies of any kind on HRM within 
Pakistani workplaces and those that do exist do not 
cover e-HRM (Ahmad & Allen, 2015). Seventeen 
commercial banks operate in Pakistan (State 
Bank of Pakistan, 2013). Multistage sampling is 
more suitable for a large-scale enquiry covering a 
comparatively wide geographical area (Mustafi et 
al., 1999). We used purposive sampling for bank 
city selection whereas random sampling was used 
to identify branches within the selected bank cities. 
From each of the selected branches, we randomly 
chose a number of senior managers to be the 
ultimate sample to provide information. For the 
study, we selected only those banks that fulfill the 
following criteria: (a) they must have an e-HRM 
system that has been functioning for at least one 
year; and (b) they must have implemented the 
three different types of e-HRM practices i.e. 
operational, relational, and transformational 
e-HRM practices. Bondarouk, Harms, and 
Lepak (2017) and Ruël et al. (2004) suggest that 
one year of e-HRM system maturity creates a 
comfortable research zone. In this research, we 
ensure that no bank is selected where e-HRM 
practice maturity is less than a year. Therefore, 
we select banks where e-HRM has been used for 
more than one year. Iqbal et al. (2018) suggest that 
line managers are central to interpreting e-HRM 
value creation. Purcell and Hutchinson (2007) 
highlight the importance of the perceptions of line 
managers to explaining the HRM-performance 
causal chain. Branch managers are presumed to 
be more knowledgeable about their workforces. 
e-HRM is a multilevel construct that creates value 
at different levels (Bondarouk & Ruel, 2013; 
Strohmeier, 2007). e-HRM influences both micro 
and macro level consequences (Strohmeier, 2007). 
Micro level consequences describe individual 
level impacts, while macro level consequences 
refer to organizational outcomes (Strohmeier & 
Kabst, 2009). Employees and managers are also 

used as units of analysis to explore the e-HRM 
value creation proposition. The former is used 
to explore micro level consequences, while the 
latter is employed for macro level consequences. 
This study emphasizes branch level performance; 
therefore, branch managers are a more appropriate 
unit of analysis here to test the link between 
e-HRM practices and organizational outcomes.

A  s t r u c tu red  s e l f - admin i s t e r ed 
questionnaire was sent to 11 banks in Islamabad, 
Rawalpindi, Peshawar, Lahore, and Karachi. Most 
commercial activity in Pakistan is concentrated 
in these cities (Ahmad & Allen, 2015). These 
banks have 1024 branches in the cities targeted. 
Using a random sampling approach, we invited 
516 branches to participate in the research. One 
questionnaire was sent out per branch, requesting 
that the section on e-HRM should be filled 
in by the operational manager and the branch 
performance indicators should be provided by 
the branch manager. Operational and branch 
managers comprise branch establishment. Branch 
managers are responsible for overseeing all branch 
operations, including staff hiring, training, and 
supervision. Operation managers coordinate 
and monitor HR activities in order to ensure the 
overall efficiency of daily operations. Overall, 
we received responses from 323 branches of 
commercial banks. 

4.3 Study measures

4.3.1 Independent variable 

Table 2 provides details of the independent 
and dependent variables used in this study. 
Conceptual and empirical work, industry 
and vendor surveys relating to e-HRM, white 
papers, and consultant reports were examined 
to identify the practices and attributes of 
operational, relational, and transformational 
e-HRM systems. e-HRM (operational, relational, 
and transformational) systems include various 
practices, such as e-payroll, employee self-profiling 
systems, e-benefits, time schedules, e-attendance 
registers, e-performance management systems, 
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e-recruitment and selection, e-succession planning 
and career management, e-talent management, 
e-training, e-grievance management, knowledge 
creation, access and sharing practices, and firm 
communities (Bissola & Imperatori, 2013; 
Marler, 2009; Marler & Fisher, 2013; Parry, 
2011; Parry & Tyson, 2011; Ruel, Bondarouk, & 
Looise, 2004; Ruel, Bondarouk, & Van der Velde, 
2007; Sanayei & Mirzaei, 2008). We conducted 
a small qualitative study to select and finalize 
the three categories of e-HRM practices that the 
sampled banks commonly use and prioritize.  

The existing literature shows that different 
studies focus on different e-HRM practices. 
Furthermore, e-HRM practices can be expected to 
vary across countries, industries, and organizations. 
We contacted HR directors from our sample 
banks to identify the e-HRM activities they 
use. We shortlisted 11 banks through purposive 
sampling and we contacted HR directors to gain 
their feedback about the use of e-HRM practices. 

Table 2 
Independent variables and factor analysis
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e-HRM has increased the focus of managers & employees on their 
core duties. .759 24.541

I believe that the productivity of our employees is better than our 
competitors. .850 46.539

By using e-HRM, average effective hour loss is decreased. .899 74.540

Since the implementation of e-HRM, average absentee rates have 
been reduced. .835 31.175

e-HRM has increased the focus of managers & employees on their 
core duties. .829 32.960

e-HRM guarantees errorless administration. .772 23.487

e-HRM provides quality HR services to its internal customers (e.g. 
managers, employees). .899 56.353

Using e-HRM gives me greater control over my work. .732 22.088

Using e-HRM improves the quality of the work I do. .862 44.055

HR services have been streamlined & standardized in our 
organization. .867 44.427

e-HRM is used for day to day administrative duties. .865 56.161

e-HRM in my organization is used for attendance & work 
schedules. .826 27.886

Managers use e-HRM for managing employee benefits. .805 32.290

I would like to use e-HRM for formal grievances & complaints. .599 13.281

I would prefer to use e-HRM for online testing & learning. .696 18.894

e-HRM is used to appraise branch employees in our organization. .618 13.942

e-HRM is used to review the performance of the branch employee. .791 28.208

We use e-HRM for recruitment & selection processes. .835 40.121
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Questionnaire Items
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e-HRM is used to access information about the latest updates in 
the banking industry. .908 49.986

Managers use e-HRM to receive formal information about a wide 
range of issues relevant to the branch & its operation. .882 36.411

Managers use e-HRM for talent management. .693 12.516

Cronbach’s Alpha .8917 .8842 .7819 .7654 .7741

Composite Reliability (CR) .9204 .9160 .8711 8363 8706

Average Variance Extracted (AVE) .6986 .6869 .6927 .5096 .6945

4.3.2 Dependent Variables

Employee productivity was measured 
through the subjective judgment of bank 
managers by borrowing measures from WERS 
(2004)1, Beaton et al. (2009), and the Stanford 
Presenteeism Scale (2002), with a Cronbach’s 
alpha of 0.8917 indicating the instrument is 
reliable and consistent. The study could use 
objective measures for labor productivity; 
however, only one-third of the sample provided 
objective data.  Due to the limited willingness 
of the respondents to provide financial data, 
we relied on the subjective assessment of labor 
productivity. Patel and Conklin (2012) suggest 
perceived labor productivity as a valid and reliable 
measure. Perceived labor productivity has been 
wieldy used in the literature (Ahmad & Allen, 
2015; Bartel, 1995; Barron, Black, & Lowenstein, 
1993; Beaton et al., 2009; Bryson, Charlson, 
& Forth, 2006; WERS, 2004). QHRS consists 
of five items adapted from Wahyudi and Park’s 
(2014) HR Quality Service Scale – the Cronbach’s 
alpha score of that is 0.8842 here.

4.3.3 Control variables 

The inclusion of control variables is one 
of the suggested approaches for model robustness 
(Khilji & Wang, 2007). Organization size and 
organization age were used as control variables to 

enhance the robustness of the results. The effect 
of the two control variables, i.e. organization age 
and organization size, was estimated to minimize 
the spurious impact on the endogenous variable.

4.3.4 Data analysis

Structural equation modeling was 
employed to analyze the data.  The data were 
analyzed using two sequential processes to examine 
the causal relationship. First, confirmatory factor 
analysis (CFA) was performed using PLS-SEM 
to test model fitness and evaluate the reliability 
and validity of the variables. In a second step, the 
theoretical relationship was tested. Factor analysis 
was conducted to distill and group the factors. 
Cronbach’s alpha and composite reliability was 
used to assess and analyze the reliability of the 
construct. Convergent validity was assessed using 
AVE while discriminate validity was evaluated by 
examining cross loading. After ensuring that the 
model had an adequate fit, a conceptual model 
was tested. Hayes and Preacher’s macro was used 
for mediation analysis. 

5 Results

5.1 Descriptive statistics

The majority of the branch managers 
of the sample banks have a formal business 
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education. 57% of the branch managers hold 
an MBA degree while 4% have a BBA degree, 
indicating that, overall, 61% of the branch 
managers have a formal business education. 
This indicates that the branch establishments 
of the sample banks are competent and have 
basic foundation knowledge for performing the 
HRM responsibility. 62% of the respondents are 
between the age of 30 and 40, illustrating that 
the majority of the respondents are young. It is 
generally perceived that younger people are more 
likely to use and adapt to technology enabled 
systems. So, there is confidence that this study’s 
respondents can provide quality responses for the 
purposes of the research.

5.2 Measurement model 

The first step in PLS-SEM to estimate 
a conceptual model is factor analysis to specify 
how a group of indicators is related with its latent 
variable to ensure that valid and reliable measures 
are used to test the significance of the relationship 
(Chin, 1998). Table 2 shows that the indicators and 
latent variable are correlated. The t-value in Table 
1 illustrates that all the factors are significantly 
loaded in their respective latent variable. Hair, 
Hult, Rungle, and Sarstedt (2016) suggested 
that an outer loading of a factor of less than 0.40 
should not be retained for further analysis. Table 1 
shows that factor loading was greater than the cut-
off ensuring indicator reliability. Cronbach’s alpha 
and composite reliability (CR) are two criteria 
that are commonly used to evaluate internal 

consistency. The table shows that the Cronbach’s 
alpha and CR are greater than the threshold 
value of 0.70, indicating that the instrument is 
internally consistent and reliable. Convergent 
validity is also used to evaluate the correlation 
among the measuring item of the respective latent 
variable (LV). The study employed AVE, which is 
commonly used for evaluating convergent validity. 
As suggested by Hair, Hult, Ringle, and Sarstedt 
(2016), an AVE for all variables greater than 
0.50ensures convergent validity. Any item that 
did not fulfill the above criteria is excluded from 
further analysis. For example, REHRMP4 and 
REHRMP5 are deleted because they do not fulfill 
the criteria for the measurement model. With 
respect to control variables, it was observed that 
firm size (β =0.103; t=3.479) has a significant and 
positive impact on employee productivity, whereas 
bank age has a significant and negative (β =-0.191; 
t=3.395) impact on employee productivity. The 
implications of the control variables are further 
discussed in later sections.

5.3 Hypotheses testing

First, the study analyzed the direct 
relationship between e-HRM practices and 
QHRS. Wahyudi and Park (2014) found that 
quality of HR services is an important indicator 
for measuring the value creation aspect in the 
context of e-HRM; therefore, we used QHRS as a 
value creating (employee-productivity enhancing) 
factor. Figure 1 illustrates the direct relationship 
between the predictors and QHRS. 
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Figure 1. Study Model.

Table 2 shows that the relationship 
between operational e-HRM practices and QHRS 
is significant (β =0.4624; t=7.7327). Therefore, 
H2a is supported. Relational e-HRM practices 
have a positive and significant impact on QHRS 
(β = 0.2574; t=4.3030). H2b is thus supported. 

Transformational e-HRM practices have a 
significant, positive, and direct effect on QHRS 
(β =0.1924; t=4.8738). Hence, H2c is supported. 
The predictors explained 52% of the variance in 
QHRS (R2=0.52).

Table 2 
Direct effect testing

Hypotheses t-value ß Hypothesized Relationship Decision

H1a 2.4378 0.1541 OEHRMP-> EP Supported

H1b 5.4081 0.3164 REHRMP->EP Supported

H1c 2.7601 -0.1065 TEHRMP->EP Partially supported

H2a 7.7327 0.4624 OEHRMP-> QHRS Supported

H2b 4.3030 0.2574 REHEMP->QHRS Supported

H2c 4.8738 0.1924 TEHRMP->QHRS Supported

H3 5.3605 0.3009 QHRS-> EP Supported
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To check the direct relationship between 
e-HRM and employee productivity, H1a, H1b, 
and H1c were formulated. The results of the 
structural model, shown in Table 2, support H1a, 
H1b, and H1c. Operational e-HRM practices are 
positively associated with employee productivity 
(β= 0.1541, t=2.4378). Transformational e-HRM 
practices also have a significant relationship 
with employee productivity (β =-0.1065; 
t=2.7601). Therefore, H1c is partially supported. 
The relationship is significant and negative  
(β =0.103; t=3.479), thus the hypothesis is 
partially supported. Relational e-HRM practices 
have a strong direct and positive effect on 
employee productivity (β = 0.3164; t=5.4081), 
thus H1b is supported. The predictors of 
employee productivity (EP) explain 45% of the 
variance in the dependent variable.    

5.4 Mediating test 

The study takes many steps to check 
the mediating effect. First, we test for a zero-

order relationship between the variables to 
indicate whether mediation is possible (Barron 
and Kenny, 1986). As the direct relationship 
between the variables is significant, it fulfils the 
first condition of mediation. In a second step, 
the mediator was included in a PLS path model 
to check the significance of the indirect effect. 
The indirect effect, i.e. the relationship between 
predictors (OEHRM, REHRM, and TEHRM) 
and mediator (QHRS), as well as QHRS and the 
dependent variable (EP), was significant, thus 
fulfilling the second condition of mediation. In 
a third step, the VAF was estimated to determine 
the magnitude of mediation. Table 3 shows that 
QHRS partially mediates between OEHRM and 
EP, as well as between TEHRM and EP, as the 
VAF is 0.2313 and 0.54, respectively. The VAF 
value of 0.20 illustrates that QHRS also mediates 
the relationship between REHRM and EP, as 
shown in Table 3. 

Table 3  
Evaluating mediating effect

Hypothesis Indirect relationship t-value Indirect effect
(a*b) Total effect VAF Status

H4
OEHRMP-> QHRS 7.7327

ß2= 0.0463 ß1=0.20046 0.2313 Partial Mediation
QHRS-> EP 5.3605

H5
REHRMP-> QHRS 4.3030

ß2= 0.0774 ß1=0.3938 0.20 Partial Mediation
QHRS->EP 5.3605

H6
TEHRMP-> QHRS 4.8738

ß2= 0.057 ß1=0.1643 0.54 Partial Mediation
QHRS->EP 5.3605

Table 4 
Operational Definition of Construct

Construct Operational definition

e-HRM adopted The organization has implemented operational, relational, and transformational e-HRM for 
managing human resources.

Quality in HR services Quality in HR services is described as the continuous improvement, standardization, accuracy, 
and reliability of the delivery of HR services.

Productivity Productivity is a measure of efficiency, which is described as an improvement in efforts for 
achieving organizational goals.
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6 Discussion 

One of the objectives of the study was 
to analyze whether e-HRM practices explain 
variability in employee productivity in the 
context of commercial banking in Pakistan. Our 
research highlighted the role of three different 
types of e-HRM practices and their linkages 
with QHRS and employee productivity. Though 
previous studies have identified the importance of 
e-HRM practices, the focus of those studies has 
not been on employee productivity. The results 
indicate that e-HRM practices have a significant 
relationship with employee productivity, which 
is consistent with other research (CedarCrestone, 
2012, 2013).

The RBV has been increasingly used 
in the IT, information systems, and HRM 
context to theoretically examine the value 
proposition for organizational outcomes (Almarri 
& Gardiner, 2014; Bharadwaj, 2000; Chuang 
& Lin, 2017; Delery & Roumpi, 2017; Devece 
et al., 2017; Parry, 2011; Sabiu et al., 2016; 
Wade & Hulland, 2004; Wright et al., 2001; 
Yang, 2015). Employee productivity has been 
recognized as a key organizational goal for 
companies (CedarCrestone, 2013; Rad & Kim, 
2018; Schivardi & Schmitz, 2018). One of the 
key objectives of this study is to examine whether 
e-HRM is able to improve employee productivity. 
The results of the study show a positive and 
significant impact of e-HRM on employee 
productivity. The positive association between 
these two constructs indicates that e-HRM is 
a valid resource for improving organizational 
performance, leading to competitive advantage. 
The IT value research also supports this finding 
by suggesting that productivity gains are key 
motivations for organizations to introduce 
technology-based management systems.

Both of the control variables have a 
significant impact on employee productivity. The 
study found that bank size was a positive and 
significant predictor of employee productivity. 
Thus, large-sized banks were more likely to 
implement e-HRM and benefit from its outcomes. 

The findings were consistent with previous 
studies (for example, Bell, Lee, & Yeung, 2001; 
Lannelongue, Gonzalez-Benito, & Quiroz, 
2017; Parry, & Tyson, 2011). In the case of bank 
age, the study found that younger banks were 
more interested in implementing e-HRM and 
improving productivity. 

Different e-HRM practices influence 
organizational outcomes differently due to their 
variable impacts (Bissola & Imperatori, 2013). 
In this study, we used a deterministic perspective 
to examine the impact of e-HRM practices, in 
that technology-enabled practices are a “causal 
factor that is expected to create predictable, 
theoretically determined consequences” (Marler 
& Fisher, 2013, p. 20). This is the reason why we 
take operational, relational, and transformational 
e-HRM as predictors of QHRS and employee 
productivity. The findings of the study show that 
operational e-HRM has a positive and a significant 
relationship with employee productivity, but not 
as strongly as relational e-HRM practices do. 
Thus, relational e-HRM is an important part of 
the e-HRM concept. Therefore, organizations 
should investment more efforts in the design and 
implementation of relational e-HRM practices 
if they wish to improve employee productivity. 
Transformational e-HRM practices (TEHRMP) 
have a significant but negative relationship with 
employee productivity, thus our hypothesis H1c 
was partially supported. The findings are supported 
by Bissola and Imperatori (2013), who found a 
negative and significant relationship between 
transformational e-HRM practices and employee 
commitment. This indicates that transformational 
e-HRM activities are generally related with 
the strategic character of the organization. The 
existing literature indicates that transformational 
e-HRM may impede the realization of e-HRM 
benefits such as employee productivity (Parry & 
Tyson, 2011). Such practices may be valuable for 
strategic planning but not for improving employee 
productivity.

Furthermore, our study confirms a 
direct impact of operational, relational, and 
transformational E-HRM practices on QHRS. 
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The results of the study are consistent with 
earlier studies. Strohmeier (2007) proposed that 
e-HRM increased the quality of HR tasks by 
sharing administrative burden and improving the 
accuracy of HR processes. Bondarouk and Ruel 
(2009) proved that e-HRM practices provide 
standardized and errorless HR services, improving 
service delivery modes and saving time and effort, 
leading to an improvement in the quality of HR 
processes. The study suggests that QHRS plays a 
central role in the e-HRM-employee productivity 
causal chain. The VAF value confirms that QHRS 
mediates the relationship between e-HRM 
practices and employee productivity. Based on 
interviews with one of the managers in the banks, 
we found that e-HRM practices provide errorless 
and reliable services to internal customers that also 
support the commercial bank’s core function and 
thus contribute to enhancing the productivity 
of employees acting as strategic partners. It was 
also found that due to the globalization and 
internationalization of the banks, technology-
based practices play a decisive role in the success 
of the organization. e-HRM practices that are 
designed according to workflow and operational 
processes have a strong impact on employee 
productivity.  

6.1 Theoretical implications

Our results indicate that e-HRM practices, 
categorized as operational, relational, and 
transformational, have the potential to improve 
employee productivity, which is one of the 
important contributions of our study. The study 
argued that adopting e-HRM practices improves 
the quality of HR processes, which in turn leads 
to higher employee productivity. Previous studies 
(for example, Ramezen et al., 2013; Wahyudi 
& Park, 2014) have identified that e-HRM 
practices improve the quality of HR services. 
However, a number of authors have reported 
(see, for example, Ambrosini & Bowman, 2009; 
Meijerink et al., 2016; Uen et al., 2012) that the 
ultimate goal of the HRM system is to achieve 
strategic outcomes for the organization, and a 

perception of quality HR services influence the 
e-HRM performance relationship. Thus, the 
study contributes to the RBV by suggesting that 
e-HRM practices improve employee productivity 
by enhancing quality HR services. Some previous 
studies treat the quality of HR services as a 
dependent variable (Ramezan et al., 2013; 
Wahyudi & Park, 2014); however, this study 
extends the existing e-HRM models by identifying 
that QHRS mediates the relationship between 
operational, relational, and transformational 
e-HRM practices and employee productivity. 
e-HRM is a vital resource for any organization 
that can strengthen the employer-employee 
relationship. Thus operational, relational, and 
transformational e-HRM constitutes a system that 
creates a competitive advantage for firms.

6.2 Managerial implications

The research has some clear managerial 
implications. If managers want to achieve their 
strategic objectives, the mere introduction of 
e-HRM is not sufficient; rather, they need to 
take a holistic approach and increase the efficacy 
of the e-HRM system by focusing on the quality 
of the services offered by it. Furthermore, there 
is ample opportunity for the rest of the banks 
operating in Pakistan to adopt technology based 
on HRM systems to facilitate their employees and 
achieve their strategic objectives. Our findings 
show that firms should know the capabilities and 
efficiencies of the operational e-HRM as it directly 
influences the perception of HRM service quality 
and employee productivity. Moreover, relational 
e-HRM practices such as e-performance appraisal 
and grievance management practices improve 
perceptions of the employment relationship. At 
the same time, transformational e-HRM practices 
that focus on knowledge management processes 
such as knowledge access, sharing, and employee 
development are strong predictors of employee 
productivity. By adopting e-HRM practices, 
practitioners can add value to their organizations 
and thus the HR function can contribute to the 
achievement of strategic outcomes.  
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7 Conclusion 

We argued that investment in human 
resource management systems and practices is 
positively linked with employee productivity. Our 
results also support the notion that it is the quality 
of HR services in the e-HRM causal chain that 
plays an important role in enhancing employee 
productivity. The study provided empirical 
evidence that commercial banks in Pakistan that 
have adopted the e-HRM system had a positive 
increase in the productivity of their employees. 
In particular, we demonstrate that operational, 
relational, and transformational e-HRM practices 
have a crucial role to play in improving the 
quality of HR services and employee productivity. 
Though more studies are required to explore the 
influence of e-HRM on workforce performance 
and should include other aspects such as turnover, 
commitment, etc to provide conclusive findings 
about e-HRM performance linkages, this study 
provides a useful launching point for measuring 
the impact of e-HRM on employee productivity.

Nota:
1  The Workplace Employment Relations Study (WERS) is a 

study that has been conducted by the British Government 
over the last several decades, and it uses a management 
questionnaire related to employment issues. The measure 
related to employee productivity is drawn from this 
management questionnaire, which is: “I believe that the 
productivity of our employees is better than that of our 
competitors” (as shown in table 1). 
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