
This article analyzes in detail the national
culture of Pakistan, and compares both
multinational and local indigenous organiza-
tions, in order to examine the impact of
national culture on human resource manage-
ment (HRM) – a view that has been fre-
quently debated as multinationals continue
to grow. This view, hereafter referred to as
‘culture-sensitive’, suggests that the HRM of

an organization is influenced by the national
culture (Newman and Nollen, 1996), hence it
should be adapted to reflect national pat-
terns. The logic used to support this view is
based on the idea that the early socialization
or conditioning process of people is influ-
enced by various macro institutions, such as
family, education and political and economic
structures (see Figure 1). Early interactions
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with these institutions and their representa-
tives form the basis of many psychological
characteristics impacting the future personal-
ity of individuals. The effect of social expo-
sure early in life also determines the values of
employees and even the fundamental culture
of an organization, thus shaping its HRM
(Hofstede, 1991; Tayeb, 1995). The basic
argument here is that macro institutions
influence organizational structures in a sys-
tematic way, with the result that organiza-
tional practices and processes reflect typical
national patterns. As a consequence, the suc-
cess of HRM practices in one country cannot
ensure their success in another culture.

This article will first provide a review 
of the empirical evidence supporting this 
‘culture-sensitive’ view. Second, it will discuss
the relevance of this debate to a developing
country like Pakistan. In doing so, it will
establish the background of the new and
vibrant business environment within the
country. Third, it will introduce the research
design that was used to conduct this study.
Fourth, the national culture of Pakistan will

be reviewed in detail to analyze the value 
systems that form the foundation of the soci-
ety. Fifth, empirical evidence from a sample
of organizations operating in Pakistan (both
multinationals and local) will be presented
and will be continued in the ‘Discussion’ sec-
tion to suggest that certain inherent national
characteristics do influence HRM systems
and consequently employee attitudes. Final-
ly, the limitations of this study will be out-
lined and implications for future research will
be discussed.

A Culture-sensitive View

Neither HRM nor culture is a product of an
organization. Both come from employees
who are influenced by the events outside the
organization. An individual’s predispositions
as well as his or her thought processes influ-
ence how he or she reacts to different situa-
tions (Thompson and Luthans, 1990), thus
forming the basis of organizational culture
and imposing several demands on its HRM
systems. O’Reilley and Caldwell (1985), cit-
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ing research from social learning theory, note
that individuals in social settings learn which
behaviors and opinions are rewarded and
which are punished. Such social or vicarious
learning helps shape their value or belief sys-
tems. They maintain that since ideas and
beliefs are part of material existence and of
people’s everyday life, one can neither sepa-
rate organizations from culture nor isolate
culture from the social system. National cul-
ture is the driving force behind organizations
(Willmott, 2000), and it influences manager-
ial decision-making, leadership styles and
HRM practices (Li et al., 2001). This is illus-
trated by Tayeb (1995) in terms of macro and
micro linkages (see Figure 1). She argues that
there is a clear linkage between the macro
(national) and micro (organizational) levels 
of society. Macro-level institutions, such as
educational and religious institutions and
parliaments, create a climate within which
organizations operate and provide a skill
pool from which they draw their workforce.
The workforce that has been socialized into
the macro environment carries culturally
based values into the workplace. Therefore,
in order to be effective at motivating employ-
ees and improving productivity, HRM sys-
tems must reflect these values. For example,
American organizations have translated the
individualism of their employees into the use
of MBO and recognition of individual per-
formance in order to create effective incen-
tives for them. Also, as the macro institutions
are responsible for the national human
resource (HR) policies that a country imple-
ments, these too have a strong impact on the
HR policies that organizations develop with-
in that environment. For example, the labor
act of parliament will have direct implica-
tions for the labor market and consequently
for HRM practices such as recruitment and
retention policies at the micro (organization-
al) level. The results of a survey conducted in
India support this argument and reveal that a
majority of Indian managers believe their
HR policies are influenced by various nation-

al institutions, such as labor laws, education-
al and vocational training practices and
industrial standards and regulations (Budh-
war, 2001).

The culture-sensitive view hence pro-
poses that, because of the differences
between societies resulting from their sets of
values, HRM systems differ across various
cultures. For example, Indian and Japanese
societies, dissimilar from one another in
almost all aspects of their economic, political
and cultural lives, have established different
HRM systems. The Japanese societal mix of
harmonious industrial relations, a highly
educated and skilled workforce, a relatively
homogeneous culture and a sense of collec-
tive identity, enables managers to capitalize
on and incorporate elements such as flexible
work arrangements, quality circles and col-
lective decision-making into their HRM
practices (Tayeb, 1995). In Indian organiza-
tions, a self-reinforcing circle exists whereby
political and familial connections underpin
selection, promotion and transfer systems.
Job-related decisions are more influenced by
interpersonal relations than by task demands
(Kanungo and Mendonca, 1994), authority is
one-sided, with subordinates accepting deci-
sions made by the managers, and effective
motivational tools are more likely to be
social, interpersonal and spiritual (Budhwar,
2001). This is due to a societal mix of con-
frontational industrial relations, cultural het-
erogeneity, in-group/out-group orientation,
a rigid caste system, corruption, massive
poverty and high rates of unemployment and
illiteracy.

As mentioned previously, the culture-
sensitive approach is very popular in inter-
national management and there is much
empirical evidence to support it. For exam-
ple, Laurent (1986) points out that HRM
practices and philosophies are deeply
grounded in the surrounding national culture.
Parent country HR managers may desire to
apply consistent HR practices across nations
in the interests of fairness or in order to pro-
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mote a uniform corporate culture. However,
a certain practice might convey an entirely
different and perhaps unintended meaning
when applied to another national culture.
For instance, MBO (management by objec-
tive) and open performance appraisals that
are based on the western philosophy of indi-
vidual competitiveness and accountability
might be viewed as an invitation to open 
confrontation in Chinese culture. Similarly,
McEvoy and Cascio (1990) have docu-
mented evidence of a lower level of satis-
faction with open appraisals when used in
Taiwan. Newman and Nollen (1996), in their
study of European and Asian work units of
one multinational, emphasized the impor-
tance of congruence between management
practices and national culture and concluded
that practices best adapted to the local con-
text would prove to be most effective.
Schuler and Rogovsky’s study (1998) also
suggests that national culture provides an
important explanation for the variance in 
the utilization of different practices. Based 
on similar arguments, many other studies
analyze the importance of culture sensitivity in
order to completely understand various
HRM principles and practices (Ghoshal and
Bartlett, 1997; Fisher, 1989; Lu and Bjork-
man, 1996; Martin and Beaumont, 1999;
Monks, 1996; Pucik, 1988; Rosenzweig and
Singh, 1991; Rosenzweig and Nohria, 1994;
Wasti, 1998). Accordingly, managers are ad-
vised to take national culture into account
when developing HRM practices in order to
ensure survival (or success) through social
legitimacy by reflecting the surrounding cul-
ture’s values and beliefs.

Although the above discussion provides
evidence to suggest the prominence of nation-
al culture, the influence of the parent com-
pany, in terms of its control over HRM and
the culture of its subsidiaries, is also signifi-
cant. The question then arises: to what extent
does the national culture explain the HRM
systems of a multinational company? One
theory posits that if a culture-sensitive view is

adopted, the impact of culture is far greater
than any other factor. This is succinctly put
by Noorderhaven and Tidjani (2001: 32) who
argue:

It is becoming more and more obvious to
scholars as well as practitioners that govern-
ance systems and theories from one culture are
not transferable to another culture without
modifications and adjustments according to
the values prevalent in the receiving culture.

However, in order to understand the
impact of national culture, the influence of
the parent company cannot be overlooked.
Hence, at least two factors become relevant
in a discussion of culture-sensitivity in HRM:
(a) macro institutions and national value 
systems; and (b) parent company influences
in policy formulation (see Figure 2). For the
purpose of this article, the analysis of the
macro institutions and the value system has
been made through the literature review.
However, the latter has also been investi-
gated in a sample of organizations chosen in
the field.

The thesis of this article is that the HRM
practices of multinationals, irrespective of
their origin or nationality, reflect characteris-
tics of the national culture in which they
operate. This issue will be considered through
the study of practices in multinational as well
as in local indigenous companies operating in
a single country in order to establish varia-
tions or similarities (see Figure 2). Such a
methodology will facilitate a comprehensive
understanding of the impact of national cul-
ture on HRM by drawing attention to the
local norms. Urgency is added to this issue
when pressures that multinationals may face
in order to establish universal HRM systems
that can span different national systems and
cultures are taken into account (Easterby-
Smith et al., 1995).

Relevance of HRM to Pakistan

There have been some empirical tests of the
thesis of the present article; most commonly
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data from Chinese and Japanese cultures
have been used (Holden, 2001; Lu and
Bjorkman, 1996; Newman and Nollen, 1996;
Snape et al., 1998). Some studies have also
gathered evidence from developing countries
like Thailand, India, Mexico and Eastern
Europe (Cyr and Schneider, 1996; Lawler 
et al., 1995; McGaughey et al., 1997). The
current research is unique in drawing evi-
dence from Pakistan, which so far has not
been studied.

Before exploring other theoretical issues
there is a need to address a fundamental
question: is the concept of HRM really rele-
vant in Pakistan? The answer will be found
by looking at recent trends in the business
environment of the country and their impact
on HRM. Since the early 1990s, Pakistan has
been implementing a comprehensive pro-
gram of deregulation, and fostering a climate
favorable for private investment by opening
up activities previously monopolized by the
public sector. Steps have been taken to pri-
vatize the entire public sector, thus creating a
robust business environment in the country.

Many small and medium-sized private sector
organizations have been set up, and foreign
investment reached the US$1600 million
mark in 1995 alone (Board of Investment,
2001). Consequently, private sector organi-
zations (both foreign and local) have largely
replaced public sector organizations in activ-
ity. In a recent survey The Economist reported,
‘There are remarkable examples of private
sector taking over the duties of a corroded
state and performing them well’ (Unger,
1999).

Propelled by the need to refashion a 
sluggish and insular corporate culture and
the ineffectual personnel practices of the
public sector enterprises (PSEs), the govern-
ment also took on the task of helping the
development of new HRM policies by
appointing professional management teams
trained by the multinationals, and outlining a
unique ‘Pakistan 2010 Program’ that pro-
posed to invest new capital in institutions and
in the improvement, management, operation
and maintenance of existing ones (Khilji,
1999). The purpose was to develop a corpo-
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rate work culture whose building blocks
would be characterized by innovation, team
planning, excellence, quality and discipline
(Government of Pakistan, 1997). These
efforts initiated changes in the corporate 
culture and HRM that have not gone un-
noticed; Khilji (1999) and Siddique (1997)
have documented evidence that the majority
of businesses in Pakistan (both local and
multinational) have restructured their per-
sonnel divisions as human resource divisions.
Khilji’s study (1999) reveals that some
organizations have embraced an integrated

and focused approach to HRM, taking cul-
tural and structural changes into considera-
tion. In these organizations the role of HRM
has been broadened, HR departments have
been brought up to par with other business
areas and communication channels have
been opened up. A few other organizations
in this sample used a piecemeal approach to
adopt ‘pay for performance’, MBO or open
appraisal systems, or were also making con-
certed attempts to expand the role of their
training programs.

This evidence illustrates that the concepts
of HRM are as relevant in Pakistan (or any
other developing country that has been pass-
ing through similar changes for the last
decade) as they are in a developed country.
The current study will show that the issues
involved herein are even more complex due
to the temptation of multinationals to trans-
fer best practices from their respective home
countries to a country where exemplary
HRM practices do not exist and where multi-
nationals are expected to set trends. These
same issues will prove equally revealing as
they point towards the impact of national
culture on HRM practices.

National Culture Influences

The literature contains ample definitions of
national cultures. In the narrowest sense, the
term is used to denote ‘a set of historically
evolved, learned and shared values, attitudes

and meanings’. In a broader sense, it has
been suggested that the term ‘nation’ does
not only refer to culture but also to all social,
economic and political institutions that 
have a significant bearing on the manage-
ment of organizations located in a particular
environment (Tayeb, 1994, 2001). The latter
description, in fact, underlines the logic 
used to support the culture-sensitive view
described earlier (refer to Figure 1); there-
fore, this will be the preferred definition for
the current study.

Macro Institutions

In understanding macro institutions, three
main aspects – socio-cultural, political and
economic – have been identified (refer to
Figure 2). Below is a description of each.

Socio-cultural institutions Based on the
explanation given earlier, many influences
from early childhood are evident when a 
systematic analysis of the work-related values
of employees in Pakistan is conducted. Khilji
(1999) described Pakistani culture as an amal-
gam of Islam religion, Indian origins, British inheri-

tance and American influences. The following 
discussion will describe each of these influ-
ences to explore their relevance in the under-
standing of HRM systems and practices.

• The Islam religion: Although 96% of the
Pakistani population is Muslim
(Government of Pakistan, 2002), the
variance in allegiance to religion makes
it as difficult to generalize about
Pakistanis’ attitudes towards Islam as it is
to generalize about Americans’ attitudes
towards Christianity (Lyon, 1993).
Despite this idea, assumptions about 
religion seem to be prominent in the
minds of people because the ideology of
the creation of Pakistan emerged from
the belief that Muslims of the Indian
sub-continent are a separate nation
based on their religion and their Islamic
cultural heritage. Consequently, they
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should be given the independence to
form their own state in which they could
freely practice Islam and formulate 
systems that would emanate from the
teachings of the Holy Book, the Quran.
However, since independence became a
reality, Pakistani rulers have repeatedly
chosen to give lip-service to the impor-
tance of Islamic symbols (Malik, 1996)
while confining religious beliefs to the
private domain. The only exception was
General Ziaul Haq who believed that
the survival of Pakistan depended on the
integration of Islam into public life
(James, 1993). As a consequence, he 
initiated the Islamization of certain
socio-economic systems. For example, in
schools and colleges (up to graduate
level), teaching of Islamic Studies was
made compulsory. Zia’s aim was to fuse
together religious and secular teachings
so that Islamic principles would perme-
ate every domain at every level; the
beliefs of future generations of Pakistanis
would reflect and be derived from the
rules of thought and action laid down in
the Quran (James, 1993). Tayeb (1997)
argues that in a predominantly Muslim
country, Islam, through national culture,
influences organizations. This would
seem to imply that in Pakistan, where
Islam plays a key role, there would be an
extensive influence on HRM. However,
evidence points to the contrary. Khilji’s
(2001) research also shows that Islamiza-
tion of macro institutions (to facilitate
Islamic practices within the society)
extends only to a limited degree to 
organizations. Examples include the
allocation of prayer rooms where
employees can say their prayers during
office hours, extended lunch breaks for
Friday prayers and shorter office hours
during Ramadhan, the month of fasting.
It has been argued that the Islamization
program (including Islamic banking) in
Pakistan is concerned only with the

outer shell and not the core of Islam
(Ahmad, 1996; Malik, 1996). In addi-
tion, in Pakistan (as in certain other
Muslim countries), Islam has become
localized due to the overshadowing
impact of other influences (Latifi, 1997;
Tayeb, 1998), which will be elaborated
on in following sections.

• Indian origins: The people of Pakistan
either came originally from the Indian
sub-continent or have been living under
Indian influence for many generations.
As a result, a large number of the
customs and traditions fundamental to
the society, such as the roles expected of
women, the manner in which a child is
raised, and so on, are similar to those of
the Indian culture. Islam has brought
about changes in certain perceptions; for
instance, evolved attitudes have resulted
in the elimination of the caste system.
However, it has still failed to affect many
aspects of their daily life. As in Indian
cultures, the social set-up in Pakistan is
family-centered, and obligations to the
family include both financial and ritual
practices. The head of the family is a
male member who is responsible for
earning a living for his family. Great
care is taken in the choice of his educa-
tion. He grows up learning through the
many elders surrounding him, and they
influence the formation of his opinions.
He is expected to be obedient to them.
There is a pattern of dependence on
elders which pervades all human contact
and people carry a strong need for
‘dependence/security’. Family-like ties
are also created with persons who are
not biological relatives but who are
socially integrated into their groups.
Family/social allegiance is binding and
generally takes precedence over rules.
Life is built within a group; community
life and conformity to this group have
great value (Lyon, 1993). In this system
members of a group feel obliged to look
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after each other. But this applies only to
in-group members; others from the out-
groups are treated quite harshly (Khilji,
2002a). The educational system also
requires surrendering to authority –
personal initiative, originality and
independence in decision-making are
met with disapproval.

• British legacy: The British, who main-
tained a colony on the sub-continent for
almost a century, are thought to be
responsible for creating elite classes in
the society, notably feudal and civil
servants. Over the past few decades, the
relatively small, educated elite has
increasingly been displaced by an
educated middle class, but without
bringing an essential change of attitude.
Just like their counterparts in the
colonial era, the elite symbolize money,
power and status and do not respond to
the needs of people. In practice, the law
or law-enforcing bodies also protect the
affluent and the powerful, who can
commit a crime and go unpunished,
either through bribes or ‘guanxi’
(connections). One has the impression
that it is not the law but rather ‘who one
knows’ in positions of power or authority
that determine the rules by which the
country is governed. The resulting two-
track system has widened the gap
between the haves (elites) and have-nots
(the general public). The best schools
and other facilities are available only for
the elite, while the majority of the public
are still trying to obtain the basic
necessities of life such as electricity and
clean drinking water. General public
opinion holds that there are no longer
any checks and balances to curb the
power of the influential (Hussain, 1999).

• American influences: Since the creation of
Pakistan, the United States has been
perceived as the most significant foreign
player in its politics, and probably the
most vital element in the formulation of

various economic and foreign policies
(Hussain and Hussain, 1993). Moreover,
in the 1980s, with the Russian invasion
of Afghanistan, American help for
Afghani refugees, rehabilitation and
defense purposes reached the US$2 
billion mark. Simultaneously, cultural
influences also peaked – Americans
came to Pakistan and at the same time
Pakistanis found the gateway to
America. The exposure brought
American ideas into the schools and the
workplace, and meanwhile, electronic
media also played their role. Today 
affiliates of American business schools
are seen in every neighborhood of major
cities. The two most well respected busi-
ness schools in the country are run like
prestigious North American business
schools (Khilji, 2002b). Management
faculties of government universities also
follow American syllabi. Many training
institutes (like PIM, the Pakistan Institute
of Management) were established with
the aid of the Ford Foundation and
Harvard, receiving support both finan-
cially and in the development of the 
content of the training programs.
Zakaria (1994) and Khilji (1999)
observed that Pakistani managers want
to follow the American management
style, which is considered to be more
progressive and results-oriented. On the
contrary, British managers are hailed as
slow and bureaucratic – characteristics
that Pakistani civil services and PSEs
seem to have inherited from them.

From the above discussion it follows that
Pakistani society holds three distinct funda-
mental elements that sometimes conflict. The
first comes from the social set-up, the second
from religion and the third from the West. The
first two are deeply rooted in the emotional
experiences of childhood education and per-
meate in a pervasive subconscious manner,
whereas the third is an acquired knowledge,
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and the choices Pakistani people make are
invariably influenced by this. Depending on
a given situation, one or another ethos
becomes a major determinant of choice; at
other times all three oscillate together. How-
ever, as the previous discussion describes,
Islam appears to be the least significant influ-
ence at work, despite the verbal importance
attached to it.

It will be illustrated later in this article
that, although exposure to American man-
agement education, multinationals and the
failure of PSEs has been instrumental in
introducing new HRM ideas to the work-
place, elements of social set-up and British
legacies seem to run counter to the trans-
formation within organizations.

Political and economic institutions
Pakistan’s political history can be symbolized
by a tug-of-war between the various ruling
elite factions of the country – namely the 
military, bureaucracy and feudal politicians –
all attempting to monopolize power. Mean-
while the public yearn for democratic order
based on universal suffrage, equality, nation-
al sovereignty and accountability, these all
being clearly depicted in Islamic teachings
and reflecting the goals of the very creation
of the country. The elite guard existing state
structures by applying methods varying from
ideological rhetoric to coercion through state
functionaries (Malik, 1994). This explains
why even after 52 years of independence the
country is still run on colonial patterns.

In the past decade, five separate demo-
cratically elected governments have fallen due
to conflicts among those struggling for power.
Despite this phenomenon, politicians repre-
senting this elite have not won the sympathies
of their electorates because not only have they
fallen short in the delivery of their promises
but they have also proved to be corrupt
(Amir, 1999). For example, chief executives
(CEOs) of PSEs have changed as often as
political governments to suit politicians’ per-
sonal and political motives, leading to huge

overnight losses in some of the most profitable
enterprises and causing severe damage to cer-
tain institutions. A noted Pakistani columnist
wrote:

Wherever we look – from the railways to the
police, and from civil bureaucracy to parlia-
mentary democracy – an unbroken vista of
rubble, broken promises and failed potential
meets the eye. Wherever there has been
progress, it has been largely due to individual
initiative and determination. The manage-
ment skills and institutional support needed to
run infrastructure have virtually been eradi-
cated through nepotism and corruption.
(Hussain, 1999)

Political instability and personal agendas
have led to uncertainty on the economic
front as well; together these have acted as
major deterrents to stable growth of the
economy. Every prime minister appoints a
new cabinet and an entourage of advisers;
together they eliminate programs undertaken
by previous governments. Although new pro-
grams put into practice are aiming to solve
the same economic problems, they, too, are
duly replaced when the next government
takes office. No thought is given to the
amount of resources that may have gone into
formulating or implementing these programs.

These acts of vindictiveness have gener-
ated attitudes of frustration, skepticism and
pessimism in the people. This is so strong
that Burki (1993) begins his analysis of
Pakistan’s economy by saying, ‘I was struck
by the extraordinary amount of pessimism

with which people seem to view their future’.
Similarly, in their studies of Pakistanis, Unger
(1999) and Khilji (1999) shed light on the 
disgruntled outlook of these people. Being
exposed to hollow promises of politicians and
their recurring failure to deliver, it is hardly
surprising that people have developed a dis-
trustful and skeptical outlook.

Many scholars have examined Pakistan’s
growth performance and levels of investment
in human capital (Birdsall and Ross, 1993;
The Economist, 1994: 38). While they acknow-
ledge an impressive growth performance
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compared with other developing economies
(despite all odds), they are disappointed by
the low priority given to the development of
the education sector. In each case, it is con-
cluded that Pakistan has forgone substantial
income gains due to a low investment in 
education, which has also contributed to the
country’s reduced competitiveness in inter-
national markets.

The budget allocated to education does
not exceed 2.25% of GNP because a major
chunk of it is always reserved for defense pur-
poses (Government of Pakistan, 2002; CIA,
2002). According to Human Development in

South Asia (Haq and Haq, 1998), Pakistan and
India together spend over US$12 billion a
year on defense. If these levels were cut by
5% a year over five years, it would release
about US$22 billion in a peace dividend –
over four times what would be required for
universal primary education for the next five
years. Pfeffer (1994), in his book Competitive

Advantage through People, points out that the
absence of public policy designed to encour-
age training contributes to less than optimal
training in many organizations in the USA.
He compares American industries with
Japanese, where much more extensive train-
ing is provided to workers because of their
belief in providing a competitive advantage
to industries. If the impact of public policies
over organizational practices is as powerful
as posited earlier, then it would be expected
that organizations in Pakistan would allocate
significant amounts towards the training of
their employees.

National Values Systems

Following a discussion of macro institutions,
the national values that emerge as significant
include: community/group life, strong dependence

need, respect for authority, dominance of the elite

classes (in social, political and economic
spheres), culture of broken promises and poor

human development record (see Table 3, later in
the article). The evidence from the sample
organizations in the proceeding sections 

will be used to question if these values are
reflected in HRM systems of multinationals
and local organizations in Pakistan.

Research Methodology

For the purpose of this study a total of 11
organizations were selected, six of which
were multinationals and five local (see Table
1). They were all from the Pakistani banking
industry, which was chosen because it is a
prominent, flourishing sector that has under-
gone dramatic changes since the early 1990s
(Unger, 1999). Almost monopolized by state-
owned banks, it was once associated with
non-performing loans, backward technology,
gross overstaffing and recalcitrant unions
(Montague-Pollock, 1996; Siddiqui, 1996).
However, since the deregulation of the econ-
omy, the industry has been invigorated and
many multinational banks, as well as newly
established private sector organizations, have
been lauded for creating a healthy com-
petitive environment, introducing innovative
products and rendering efficient and timely
services (Pakistan and Gulf Economist, 1995;
Unger, 1999). The sample consists of organi-
zations at a similar stage of development;
they are all experiencing growth and in the
process they are developing new HR systems.

As the current study examines the impact
of national culture on HRM processes and
practices, in-depth interviews were selected
as the most effective way to collect data. The
interviews allowed the flexibility to probe and
illuminate many elements of psychological
and contextual issues that otherwise might
have remained hidden. HRM theory is often
criticized for its managerial bias, as it is based
on the views of policy-makers or managers
who naturally praise the policies they imple-
ment (Frey, 1994). To avoid this pitfall the
views of non-managers were included. Fur-
thermore, the opinions of policy-makers or
HR managers alone did not meet the objec-
tives of the present study because in testing
the culture-sensitive view, one of the aims is
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to investigate the impact of various HRM
practices on employees. A conscious attempt
was made to include employees from differ-
ent age groups, educational backgrounds,
locations and levels of management within
the organizations. A sample of 167 employ-
ees (67 managers and 100 non-managers)
was selected (see Tables 1 and 2) to provide
demographic diversity. The sample included
two employees from the HR departments of
each organization, one of which was the most
senior HR manager. This was done pri-
marily to explore the nature and the process
of formulation of HR policies in order to
assess the influence of the parent companies.
The selection of the interviewees, based on
the specified criteria, was made with the help
of managers (HR and functional managers);
the usefulness of a diverse sample was out-
lined and they were requested to respect this
in proposing a sample from their location,
occasionally receiving help from the author
visiting on-site (see Table 2).

As has been mentioned, the purpose of
the present research was to test the relevance

of the culture-sensitive view by studying the
HRM systems of multinationals and compar-
ing these with the local organizations in
order to investigate if these in any way
reflected characteristics of the national cul-
ture. Since an analysis of the key features of
the national culture was made through a 
literature review, the interviews aimed to
explore only parent country influences and
HRM systems. In the interviews employees
were asked to share their experiences1 of
HRM in their current organizations. During
the course of the conversation, direct ques-
tions were also asked to evaluate their atti-
tude with regard to various HR practices and
to investigate organizational processes and
structures. (Refer to Appendix 1 for a short
list of the interview questions asked.) All
interviews were conducted face to face, 
ranging in length from 45 minutes to an hour
and a half, at the interviewee’s discretion. 
A majority of the interviews were tape-
recorded and transcribed. The interview
transcripts were analyzed and coded (using
NUDIST) to isolate the key themes – that is,
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Table 1 The sample organizations

Bank Origin of the bank No. of employees No. of interviews 

Multinationals

F1 American 320 15 
F2 American 757 15 
F3 Western Europe 211 15 
F4 Western Europe 420 15 
F5 Western Europe 654 16 
F6 Western Europe 535 15 

Local organizations

L1 Pakistani 966 16 
L2 Pakistani 181 15 
L3 Pakistani 250 15 
L4 Pakistani 502 15 
L5 Pakistani 840 15 

Total interviews 167 
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organizational processes, practices, structures
and employee attitudes that appeared to be
pertinent in the identification of key organi-
zational characteristics – in order to test the
relevance of the ‘culture-sensitive’ view.

Results

At the beginning of this article it was argued
that macro institutions influence organiza-
tions in a systematic way, causing organiza-
tional practices and processes to reflect
national patterns; and that the impact of 
parent companies on multinationals cannot
be overlooked. An analysis of these organiza-
tional processes and practices, and organiza-
tional structures, will be made in this section

(refer back to the conceptual framework in
Figure 2). In order to complete this review,
employee attitudes will also be investigated to
outline the impact of HRM on employees.
This will be helpful in assessing the effective-
ness of prevalent practices.

A mix of local and multinational organi-
zations was used to assess similarities and 
differences between their various practices. If
practices from both types of organizations
were found to be similar, these conclusions
would reveal the significant impact that
national culture can have on HRM.

Parent Company Influences

The sample multinationals report to a region-
al head office (RHO) and fall under its juris-
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Table 2 Demographic details of the sample interviewees

Specifications Multinationals (%) Local organizations (%) 

Age 28 years or below 20.9 22.7 
29–36 years 29.4 28.8 
37–44 years 26.9 25.1 
45–55 years 20.6 21.0 
Over 55 yearsa 2.2 2.4 

Educationb No university degree 3.9 1.1 
Bachelors degree 50 54.5 
Masters degree 43.5 54.5 
Higher than masters 2.6 2.1 

Gender 
Male 74.9 85 
Female 24.1 15 

Tenure 
Less than 2 years 29.7 22.8 
2–5 years 43.9 43.3 
6–10 years 6.7 13.9 
More than 10 years 19.7 10.0 

Position 
Managers 39.5 40 
Non-managers 60.5 60 

Notes:
a In Pakistan, the official retirement age is 60.
b Due to the high unemployment rate and the popularity of the financial sector in terms of providing good 
compensations and benefits, the average education level (even at lower positions) in this sector is quite high.
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diction. In F2, F4, F5 and F6 (see Table 1),
the RHO has taken the initiative to develop
new HRM systems2 in these organizations
(and in other subsidiaries in the region); while
in F1 and F3, the initiative has been taken by
the subsidiary itself. In both cases, there is
clear evidence to suggest that multinationals,
in an effort to develop new HRM systems,
have transferred policies from their parent
companies and the RHOs. One employee in
the HR department of F3 explained, ‘Our
HR policies are, by and large, taken from the
RHO’.

In organizations where the RHO has
taken the initiative, its involvement is exhib-
ited through an increased inflow of informa-
tion to communicate what an effective HRM
function should entail, frequent visits by the
regional HR managers, restructuring of HR
departments to make them more efficient
and also (in the case of F4) the appointment
of a new country HR manager to actively
pursue the changes being targeted. One
employee said:

The HR Head visited Pakistan quite frequent-
ly in the past year. A new vision for HR was
developed for the region; and he made quite a
few presentations here in order to lay down his
vision and also to prepare us for the changes
made in our subsidiary.

The HR managers in these organizations
had been handed a policy which had already
been successfully implemented in the RHO
and parent companies, and had been asked
to implement it within the local subsidiary
after adapting it to the local environment.
One HR manager explained, ‘Although a
new HRM function is introduced under
directives of RHO, we are given the freedom
to adapt the given policies to the local con-
text.’

In F1 and F3, organizations where the
RHOs are not actively involved in the devel-
opment of new HRM systems, the process of
HR policy formulation does not take place in
isolation; continual feedback is received from
competitors (mainly multinationals), other

sister subsidiaries and the RHO. The HR
manager at F2 elaborated the task of HR 
policy-making as:

There are two things to be seen:

a) Keep concepts as close and common as 
possible to RHO, other sister subsidiaries and
Global Policy Manuals (that provide both 
general and broad policy guidelines for adop-
tion of new programs);

b) See what local competitors (or multinationals
in Pakistan) are doing, in order to keep in line
with them.

In fact, F1 and F3 started pursuing changes
in HRM systems after the same had been 
initiated at the other multinationals. It must
be emphasized that, although several local
organizations operate in the same industry,
sample multinationals do not regard them as
competitors. This is due to their reputation
for ineffective management systems.

Organizational Processes and
Practices

Despite the active involvement of the RHOs
in changing HRM systems to bring them up
to a par with the parent company-initiated
programs, guidelines from the global manu-
als, and the existing perception that HRM in
local organizations is relatively ineffective,
HRM practices were found to be surprisingly
similar across multinationals and local orga-
nizations. This was the case to such a degree
that if a local organization and a multi-
national were picked without knowing which
was which, it would be difficult to distinguish
one from the other. The following discussion
will illustrate the point.

Although some policies, such as involving
employees in improving their work environ-
ment, may be the same across the entire
group, since they originate from the RHO or
HQ, the actual practice in the sample sub-
sidiaries responds to local norms by adopting
a consultative approach. Also, while em-
ployees are encouraged to contribute ideas,
they are not given the autonomy to make
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decisions. The process is still centralized and
the final decision-making authority remains
vested in top management, thus allowing for
adaptation to local norms.

In an even more serious example, despite
managers’/policy-makers’ claims that they
have unique, novel policies, in practice there
is minimal implementation. For instance,
multinationals have adopted an open feed-
back appraisal system to be conducted on a
regular basis. This policy requires managers
to involve individual employees in the pro-
cess and to seek feedback by providing them
with an opportunity to discuss their strengths
and weaknesses for career development. The
policy also aims to protect the interests of the
employees in case of disagreement with the
managers – it provides them with both the
right of refusal to sign off the appraisal and
the right to repeal, thus allowing intervention
from HR managers and senior managers.
However, in practice, managers, depending
on their own individual management style,
either inform their employees of the assess-
ment once it has been written down, expect-
ing them to sign it off, or simply communi-
cate verbally, not really giving the employee
a chance to provide feedback on their own
performance. Sometimes managers do not
even make a regular assessment of their
employees, and in some cases top manage-
ment itself has flouted the policy of fair inter-
vention. Employees are sometimes victim-
ized for taking steps to uphold the written
policies. One employee described such a 
situation:

We all know what happened to Ms X for fight-
ing her case against an unfair performance
assessment by her manager. Yes, there was
intervention but it was hardly fair to her! Sick
with the whole system, she got herself trans-
ferred out. Now who will want to use the right
of repeal?

These examples show that the theoretically
significant influences of the parent company
– in these instances, multinationals – have
been diluted by the guiding forces of the

environment in which these organizations
operate.

Tayeb’s (1998) study of Scottish sub-
sidiaries of American companies shows that
while multinationals may find it feasible to
have corporate-wide policy, they might also
find it necessary to be responsive to local
needs when it comes to practice. This present
study also shows that while policy may state
one thing, practice may differ owing to the
direct impact of national culture. Hence, a
distinction between policy and practice is
made. As the purpose of the present study is
to understand the impact of national culture
on HRM, having made that distinction, 
practices will now be discussed.

Lack of implementation seems to be a
true reflection of national culture. Many of
Pakistan’s economic policies, such as invest-
ment policy, have been appreciated at inter-
national levels and yet contextual factors,
such as bureaucracy, lack of vigor and politi-
cal uncertainty, hinder their local imple-
mentation. In another area, in an effort to
increase the literacy level of the country,
many primary schools were set up in rural
areas; however, they exist on paper only.
Powerful landlords wish to maintain control
over their locals by keeping them illiterate.
Five-year plans for Pakistan, created in the
1960s, were copied by Korea and Malaysia
(Nasim, 1992) and were more effectively
implemented there, while in their country of
origin they failed to produce noteworthy
results.

Organizational Structure

Hierarchical differences are learned early 
in life as a child is taught to be respectful in
relationships and is discouraged from ques-
tioning authority. This is carried over to
organizational settings as well, and they have
a formal, hierarchical structure. Consequent-
ly, HRM is often centralized – policies 
formulated at head offices are cascaded
down to each office/division for uniformity
of objectives and culture. Employees cannot
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approach their HR departments directly;
going though the proper channels is con-
sidered standard protocol. In cases where
employees do not agree with their managers,
think they have received an unfair assess-
ment, or are not given an opportunity by
their manager to participate in the evaluation
as per the policies, they do not exercise their
right to refuse to endorse the evaluation or
voice their complaints, in order to avoid an
argument or to protect themselves from a
negative response from those in power. In
some cases, such as the training example
quoted earlier, management pretended to
carry out the policies. Because of the gap that
exists between employees and HR depart-
ments, due to the large power distance, top
management has not seriously tried to create
a bridge. Only a low level of autonomy is
given to employees and they are rarely
encouraged to rely on themselves or to learn
new things. In addition, there is a communi-
cation gap between management and em-
ployees. Typically, HR policies and practices
are made in isolation; feedback from employ-
ees during the formulation process or after-
wards, when management could measure the
effect and see whether or not the basic pur-
pose has been achieved, is not sought.
Employees never know the decisions that are
being made in their HR departments, as
communication between the two is kept to a
minimum. In discussing these communica-
tion mechanisms one employee remarked, ‘It
is often said that distance makes the heart
grow fonder. The distance between the HR
departments and employees, however, does
NOT do so.’

The ‘talk’ of management does not
always match their ‘walk’. HR managers and
top management almost always praised the
policies, but employees expressed dissatis-
faction with the actual implementation. For
example, in one of the sample organizations,
despite an HR manager’s perception that her
department had actively introduced many
HR practices, employees considered it to be

a ‘lousy, slow and reactive’ department. Another
manager said he practiced MBWA (manage-
ment by walking around), whereas some
employees working in same building said
they had never seen him.

Employee Attitudes

Having made an analysis of organizational
practices and structures and found them to
be the same across the sample, the focus will
now shift towards the impact of these prac-
tices on employees. American management
education and knowledge of world-class
companies has had a major impact on
employee perceptions of what constitutes
good HRM techniques; they speak of in-
creased autonomy, more involvement and
open communication. The problem remains
that managers, due to a large power distance
and lack of communication, are oblivious to
the changing needs of their employees – they
place little faith in their intelligence and
maturity and are not willing to offer autono-
my. One manager debated:

We are dealing with Pakistani employees here.
All this talk of autonomy and involvement in 
decision-making cannot work here. You know
why? Because employees are not mature
enough and won’t be able to deal with it.

Fukuyama (1995) in his book Trust: The

Social Virtues and the Creation of Prosperity, makes
it clear that a collectivist society is not one in
which all are united towards a common goal,
but rather one in which innumerable differ-
ent collectives (usually kin-based) compete,
and where the success of one collective is
interpreted as the failure of another. That is
why a ‘collectivist’ society is also a ‘low-trust’
society. Previously, Jamal (1998) reported a
low level of trust among Pakistani employees.
The current study confirms this view, finding
that employees distrust management’s prom-
ises because they are rarely implemented. An
employee was quoted remarking about her
HR department, ‘They all spin tales of bring-
ing a change to the structure of the organiza-
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tion and its HRM culture . . . You know what
it is like in our country!’

The pessimism of people is not hard to
understand, taking into account political un-

certainty and other socio-cultural antecedents,
mainly the talk not matching the walk, the elite con-

trolling the masses and keeping communication to a

minimum at the macro level; these extend to
organizational environments as well.

Discussion

The main purpose of this article is to test the
culture-sensitivity of HRM. In a previous dis-
cussion of macro institutions, a number of
significant national values were identified
(see Table 3). Evidence from organizations
has already shown that they have formal and
hierarchical structures, due to an upbringing
that requires respect for authority. In addi-
tion, in line with the macro environment, a
culture of ‘broken promises’ also exists in
organizations. Policy-makers and HR man-
agers repeatedly talk of bringing about revo-
lutionary changes in the HRM systems, but
do little to implement them. This has left
employees frustrated, de-motivated and
largely dissatisfied, an outcome that is also
reflective of the people’s attitude with respect
to economic and political reforms in the
country. The next point will underline how
other main values, like community life, 
dominance of the elite classes and a poor
development record, have come to permeate
the sample organizations (both local and
multinational) and have affected their HRM
practices.

Community Life 

Achievements may go unrewarded. It was
mentioned previously that use of guanxi and
connections to get away with breaking the
law are well accepted. The same has been
exhibited within organizations where merito-
cracy does not always prevail. A close rela-
tionship with immediate managers, con-
nections to higher management and social

networking actually help in getting jobs, pro-
motions, better placement and handsome
rewards. It is worth mentioning here that
conditions in these private organizations are
better than in PSEs; pressures of moderniza-
tion have somewhat weakened nepotism.
Interviewees stressed that there was no doubt
that the individual performance of the
employees was upheld as the main criterion
for promotions and other rewards, but in
those instances where connections or close
relationships seemed to have played a more
significant role, they were the determining
factor in the reward system. In the words of
one employee:

Say, for example, there are two employees
exactly at par. But one of them has either a
better relationship with the manager or knows
someone in the top management. Then we
know who will be promoted, don’t we!

Elitism

A manifestation of the elite culture is also
exhibited within organizations. HR policies,
in all sample organizations, favor marketing
or business graduates over other employees,
and managers over non-managers. Salary
differentials between entry-level employees
and executives are as great as 800%. Em-
ployees in marketing are given preferential
treatment with better perks, greater training
opportunities, higher bonuses and far more
frequent promotions than other employees.
Biases reflected in various HR policies 
(especially in training and rewards) create a
work environment that hampers cooperation
between these groups. For example, certain
experienced workers were unwilling to
devote the time required to train fresh uni-
versity graduates and to resolve problems
that arose. They resented the fact that the
graduates were being paid better salaries
because of their education, while lacking the
experience to perform the job well.

Most employees from local organizations
want to work for multinationals because of
the prestige attached to them and their image
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in the market. As a result, employees in
multinationals are found to have elitist atti-
tudes. For example, there exists an associa-
tion exclusively for multinational HR man-
agers. In response to why local banks were
not invited to participate in their meetings,
one manager replied, ‘They are far behind us
in their stage of development . . . There is
nothing to learn from them.’

This perception is not true, as the current
study has pointed out great similarities
between local and multinational organiza-
tions. Such differences exist primarily in the
minds of people.

Low Priority Given to Training

It has been shown that the budget allocated
to education and development is meager at
the national level. This has come to charac-
terize the set-up of organizations as well, 
and the priority assigned to training within

organizations remains low. Although many
organizations also give lip-service to the need
to develop the skills of their employees,
instances were cited where immediate 
managers refused to send an employee to a
training session, saying the daily operations
would suffer in his absence – despite the fact
that the HR department had already final-
ized all the arrangements. One employee
who was frustrated by such a failing system
explained:

The policy of intensive training is there. And
the top management does plan our develop-
ment. However, I blame my branch manager.
Last time when the HR department arranged
for a two-week training session and wanted me
to attend the course, my manager refused. He
said he could not spare me because the work
will suffer in my absence.

Many managers had no idea what amount
of money was being spent training their
employees, despite the verbal importance
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Table 3 Macro institutions, national values and their impact on HRM

Macro institutions National values HRM (in practice) Attitude in organizations 

Social

Religion: Limited impact 
localized and 
overshadowed 
Indian origin In-group life Gap between policy Frustration

and practice Desire to establish 
Strong dependence Little autonomy, little systems, which offer
need, respect for communication, formal greater autonomy and 
authority  and hierarchical frequent communication

structure
British Dominance of an elite Dominance of elite classes Frustration

class
American Management education Perception that American

management is progres-
sive 

Political/economic

Uncertainty Culture of broken Gap between policy and Lack of trust, pessimism,
promises practice, culture of broken de-motivation and

promises dissatisfaction
Poor development Little training
record   
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attached to it. Typically in local organiza-
tions the budget varies between Rs 430 and
Rs 1600 per employee per annum (US$10 to
US$40, approximately). In the words of an
HR manager:

It is our national culture to spend as little as
possible on training and development. As a
nation we spend only 3%. This is manifested in
our organization where we allocate barely 2%;
because training is still considered an expense.

This analysis shows that HRM in Pakistan
is hierarchical, elitist, lacking trust and deficient in

communication, thereby hindering the success-
ful implementation of many new HR policies.
This represents the same picture of macro
Pakistani culture as has been portrayed by
other researchers. Similarities between multi-
national and local organizations have been
witnessed. This is an interesting finding since
the current research reveals that multination-
als have already initiated a process of HRM
change – either in response to directives of the
RHO or as a result of competitive pressures –
that is aimed at reducing the communication
gap, enhancing employee involvement and
creating new incentives for them. This spells a
definite departure from the traditional HRM
patterns of organizations in Pakistan. It bears
mentioning that the sample multinationals do
not regard local organizations as competitors
and do not formally interact with them in the
field of HRM; rather it is the local organiza-
tions that look up to and imitate HR policies
of the multinationals. In addition, multi-
national practices are similar to the local orga-
nizations’, but not the policies, which were
either brought in by their respective parent
companies or were copied from competitors
or sister subsidiaries. The previous discussion
also reveals that policies, such as developing
open performance appraisals, right of repeal
and restructuring organizations to allow 
frequent communication and offer greater
autonomy, had been successfully imple-
mented in parent companies and at the
RHOs of F1, F3 and F5 (see Table 1) before
being transferred to Pakistan. At the time of

introduction, there was an expectation at the
RHO that these would be adapted to local
norms. Similarly, although the new HR poli-
cies were not initiated at F2 and F4, they were
implemented (at their sister subsidiaries in 
the region) and formalized in global policy
manuals. A case can, then, be made that
because sample organizations fail to imple-
ment HR systems effectively, their practices
differ from those of their parent companies.
This supports the view that macro socio-
cultural institutions help shape organizational
cultures and HRM philosophies, as has been
proposed by Tayeb (1995; see Figure 1). This
finding also supports Hofstede’s study (1991)
that provided cross-national information on a
multinational company and found that
employees in its subsidiaries in various coun-
tries retained their diverse cultural attitudes in
spite of the fact that they were recruited and
working under common management poli-
cies.

The impact of Islam was found to be 
limited in sample organizations even though
all banking operations are based on Islamic
principles of interest-free banking. Employ-
ees in the sample questioned the nature of
these Islamization attempts. Responses such
as: ‘What Islamization?’ ‘Hardly Islamiza-
tion!’ ‘We shall let the scholars work on
developing Islamic HRM’, and, ‘You tell me
how Islam could be applied to management
of people’, reveal that the respondents did
not give much thought to Islamization pro-
grams nor did they even understand how
they could be applied to organizations.

A number of factors, each affecting the
other, result in low HR outcomes (see Figure
3). It is not possible to point to any one 
characteristic and name it as the culprit for
low employee morale. Due to a large power
distance, there is a tall pyramid of organiza-
tional hierarchy and communication is 
limited. To add to the problem, the organiza-
tional culture and hence policies and prac-
tices often favor elite groups. Managers, well
aware that the culture will protect them,
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hardly feel obliged to practice what the 
policy stipulates. In sum, there is minimal
implementation. Employees are aware of this
but they do not challenge it. They spoke
openly during interviews and expressed
resentment of the situation, but they do not
pursue the matter – they have been socialized
in a culture that protects elite groups, and
questioning authority has been discouraged
since childhood. As has been explained previ-
ously, although some organizations imple-
mented open feedback appraisals calling for a
mutual discussion between the appraisee and
the appraiser and requiring endorsement of
the employee, this was rarely exercised. Even
in cases where employees did complain, man-
agers were still protected, thus perpetuating
the national characteristic that the elite go
unharmed. The status quo is maintained,
causing low morale, frustration and a feeling
of dissatisfaction among employees.

With this vicious circle in mind, examine
the role of American education. It has indeed

been instrumental in developing the aspira-
tions of people and motivating an evolution
towards progressive and innovative HRM
policies incorporating concepts such as
involvement and participatory management.
But despite attempts to initiate a process of
structural and cultural change in which
multinationals are expected to act as cata-
lysts, organizations have not actually been
transformed, due to those national character-
istics previously elaborated. Does this mean
Pakistani national culture hinders this impor-
tant change? At first glance, the answer to
this question seems to be ‘yes’. However, one
must also examine more closely the Ameri-
can model. Despite extravagant claims about
workplace transformations in the US, the
birthplace of HRM, and in other developed
countries, evidence suggests that such trans-
formations do not always run smoothly, and
still encounter many problems. Milkman
(1998) and Duxbury and Higgins (quoted in
Goff, 2001) have cited cases of managerial
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A large power distance:
Limited top-down or 

bottom-up communication
and hierarchical differences

An attitude of 
helplessness:

Not questioning authority

Limited implementation:
Gap between words and

actions, walk not matching 
the talk

Elitism:
Protecting those in
authority/power

Figure 3 A Vicious Circle of HRM in Pakistan
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resistance, broken promises and employee
frustration in mainstream American and
Canadian organizations. Legge (1995) has
also described British HRM as lacking a 
certain degree of credibility, and Storey and
Sisson (1993) have provided evidence of a
fragmentary application of HRM principles
in British organizations. This evidence
echoes the findings of this current study. It
implies that Pakistan may not be unique in
this respect. As such one may question the
role of national culture completely, which
calls for further studies to explore the topic. It
leads to a new question for examination: do
HRM policies often or rarely get implemented?
Although HRM structure and practices may
be culture-sensitive, do they hold a universal

outcome for employees? This debate remains
unexplored and, if pursued, will lead to the
analysis of the correlations between the in-
tentions and the commitment of managers,
and the impact on employees, while main-
taining ‘no policy is a good policy unless it is
practiced effectively’.

Conclusions

As is often the case in an empirical research
project, compromises between the ambitious
nature of this study and real constraints had
to be made. First, any implications drawn
from this study are limited by the fact that it
deals with only one specific country. How-
ever, as discussed, the purpose of the re-
search was to test the thesis in a unique,
unexplored country, thus adding many new
conclusions to existing knowledge. Second,
considering the sample size, the nature of
analysis (of a single industry, and based on
the perceptions of employees) and the re-
search topics covered, it would be unwise to
come to any definite conclusions regarding
HRM in Pakistan. It is essential to examine
the macro institutions much more closely to
develop a better understanding of the impact
of national culture on HRM practices. In

addition, a number of other institutions, such
as labor laws and trade unions, could also be
included in the analysis to capture a more
comprehensive picture of the national cul-
ture. Third, a critical aspect of testing 
culture-sensitivity was comparing HR prac-
tices of the RHOs or parent companies with
those of the sample multinationals. However,
due to the limited scope of the present study,
an independent analysis of parent company
practices was not made and the results are
based on perceptions of employees in HR
departments of subsidiaries in Pakistan. For
this reason questions examining issues such
as the level of change of multinational prac-
tices remain unanswered. The findings do,
however, indicate that parent company con-
trol is often diluted in the presence of strong
national characteristics.

Despite its various limitations, this re-
search underscores the need to understand
the role of national culture, including politi-
cal and economic institutions, in the study of
cross-cultural HRM. It also brings forth that
the practice of HRM is far more complex
than has been traditionally acknowledged,
with its multitude of views and its problems
of implementation. The current study raises
further questions: what is the level of adapta-
tion to the local environment? What does
culture-sensitivity imply for employees? 
Employees already seem frustrated with
some characteristics of their national culture
and with their organizational practices and
structures, suggesting the need for change at
both national and organizational levels in
Pakistan. If achieving competitiveness in
international markets happens to be a con-
cern for policy-makers as well as managers,
they may be aware that they may fail to 
make an impact unless the potential of the
people is effectively utilized and their needs
are responded to. After all, is that not the
universal aim of an effective HRM, irrespec-
tive of the culture in which it is being prac-
ticed?
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Appendix 1: Checklist for Interview Questions

After obtaining basic information about the interviewee and his or her current organization, the ques-
tions asked included the following.3

1. Human Resource Department 

i. Get basic information on HR department; for example, how many people, how old is the func-
tion, where is it located? Has it recently been undergoing any changes? 

ii. How do you communicate with the HR department?
iii. In case it is undergoing transformations, what changes have been made in the process?

2. Parent Company Influences

i. What is the reporting relationship between the HR department and the parent company?
ii. What is the role of HQ/RHO in deciding and carrying out HR activities in Pakistan?
iii. How were the various HR systems introduced? (Go through all HR functions) 

a. What has been the role of the parent company in the introduction of these systems? 
b. What other factors have influenced it?

iv. Does the parent company have any HR corporate policy for its subsidiary? 
a. If yes, what is the content? 
b. How is it implemented?

v. How similar are the procedures/systems/practices in Pakistan to the parent company/sister sub-
sidiaries?

3. Training/Performance Appraisal/Rewards 

i. Discuss these functions in your current organization: 
a. What are these? 
b. What is their objective? 
c. How are these practiced?

ii. Approximately what proportion of budget is currently being spent on training?

4. Employee Attitudes

How do you generally feel about HRM in your organization? 

5. General: Role of Multinationals/Local Competitors and Other
Factors

i. What, in your opinion, is the role of the multinationals in Pakistan?
ii. Do you think Islamic principles could be/should be applied to develop HR systems?
iii. What kind of role have multinationals/local competitors played in your own industry?
iv. Do you communicate with your competitors?

a. If yes, how? Is it formal/informal? Is there any association? How important is the network, in
your opinion?

b. If no, why not?
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Notes
The author is grateful to each and every
interviewee who participated in this study and
shared his or her views, forming the basis of the
findings; to the blind reviewers whose useful
comments helped polish this article; and to
Minda Bernstein for editorial assistance.

1 It was not considered important to specify
whether these experiences were recent or
not; it was stressed, however, that they must
have occurred within their current
organization.

2 The HR changes are aimed at developing
well-integrated HR systems that involve
employees and also provide them with
greater autonomy. More specifically
performance management is targeted in
order to devise open and communicative
performance appraisal reviews, performance-
led rewards and needs-led training and
development.

3 These topics were not necessarily approached
in this order or with this wording. As all of
these questions are open-ended, the
maximum amount of time was given to the
employee to express his or her opinions.
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