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Abstract
Synthesizing the ideas of high-performance Human Resource Management (HRM),

positive psychological capital, and componential theory of creativity, the present study
develops a multi-level causal framework linking high-performance work practices
(HPWP), positive psychological capital, employee creative performance behaviors and
creative performance. The paper argues that to provide a convincing explanation of the
association between HRM practices and creativity, we need to improve our theoretical
understanding in three key areas. These are the nature of HRM, and especially the
rationale for the specific lists of HR practices; the linkage between HRM practices and
employee creativity; and the ‘black-box’ linking HRM practices and employee creativity.
A model is presented to explore these linkages. The existing literatures on HRM,

Creativity and PsyCap are reviewed and directions for future research are provided.
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Development of a Causal Framework Linking High Performance HRM Practices,
Positive Psychological Capital, Creative Behaviors and Performance

INTRODUCTION
Increasingly turbulent environments, heightened metition, and unpredictable technological

changes have brought to the forefront of managermegnition the recognition, development
and sustenance of employee creativity. Creatiigtylefined as the production of novel and
useful ideas by an individual or by a group of indiuals working together (Amabile 1983,
1996; Madjar, Oldham & Pratt 2002; Shalley, GilsBlum 2000; Zhang & Bartol, 2010) and
has been found to fundamentally contribute to omgdional innovation, effectiveness, and
survival (Amabile, 1996; Shalley, Zhou, & Oldhan)02). The resource-based theories of
competitive advantage focus on the role employés®sip developing and maintaining a firm’s
competitive capabilities and lay stress on keepimg workforce rightly and appropriately
encouraged and motivated (Barney, 1991; Wright &dhan, 1992; Wright, McMahan, &
McWilliams, 1994).

Creativity research can be broadly categorized tintostreams: personality research stream and
the social-psychological research stream. The palp research stream focuses on
characteristics of creative persons such as affectabile, Barsade, Mueller, & Staw, 2005;
George & Zhou, 2007; Madjar et al., 2002), achiesetorientation (Harackiewicz & Andrews,
1993), personality (Dellas & Gaier, 1970; Joo, 20GEorge & Zhou, 2001; Feist, 1998),
intrinsic motivation (Dewett, 2007), self-effica¢Chong & Ma, 2010; Gong, Huang, & Farh
2009) and cognitive styles (Scott & Bruce, 1994&rmey, Farmer, & Graen, 1999) and analyzes

the influence of these individual characteristinscoeative performance.
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The social-psychological research stream (Amahki®83) aims to identify particular social and
environmental conditions that influence creatiwfyindividuals. The researchers following this
stream have explored factors such as leadership femabile & Khaire, 2008; Amabile,
Schatzel, Moneta, & Kramer, 2004; George & ZhoW)Z2®Ehin & Zhou, 2003; Stoker, Looise,
Fisscher, & De Jong, 2001; Zhang & Bartol, 2010uZivolio & Walumba 2009), job
characteristics (e.g. complexity — Joo, 2007; tasfonomy, feedback valence and style — Zhou,
1998; emotional and informational support at workladjar, 2008; evaluation and modeling —
Shalley & Perry-Smith, 2001), group characterist{¢dadjar, 2005; Hoegl, Weinkauf, &
Gemuenden, 2004; Taggar, 2002), organizationauul{Joo, 2007; McLean, 2005; Wang,
Guidice, Tansky, & Wang, 2010; Yoon, Song, Lim, &J 2010), team identification (Hirst,
Van Dick, & Van Knippenberg, 2009), social networ{@hly, Kase, & Skerlavaj, 2010),
organization structure (Becker & Baloff, 1969; Mawaia, Jose, & Thomas, 2006; Pierce &
Delbecq, 1977; Prakash & Gupta, 2008), and workirenment (Amabile, Conti, Coon,
Lazenby, & Herron, 1996; Lapierre & Giroux, 2003).

Surprisingly, the review of literature suggestst i@ impact of Human Resource Management
(HRM) practices on employee creativity has receisednt attention from both academics and
practitioners. Though there have been studieshtdnat tested the impact of specific practices on
creativity (e.g. Baer, Oldham, & Cummings, 2003;aHg & Lin, 2006; Manimala et al., 2006;
Manolopoulos, 2006; Ramamoorthy, Flood, SlatteryG&dessai, 2005; Shalley & Perry-Smith,
2001), almost all the studies have considered arfigw practices. Moreover, the studies have
failed to provide a coherent validation of direatdity of these relationships. For example, Baer
et al. (2003) observed that ‘Unfortunately, thesdittle agreement among scholars concerning

the likely direction of the effects of such rewaaiscreativity’ (p. 570). Also, these studies have
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failed to provide a theory of how do these prasticéluence employee creativity. If we are to
improve our understanding of the impact of HRM o@ativity, we need a theory about HRM, a
theory about creativity and a theory about how thieylinked.

The present review begins by briefly reviewing literature on HRM practices and identifies a
set of HRM practices that have been found to sicanitly impact employee performance. Next,
the study develops probable linkages between HRMtjmes and employee creativity. In doing
so, we take support of the componential framewdrkreativity (Amabile, 1983) consisting of
domain-relevant skills, creativity-relevant skidgd task motivation. Research on workplace
creativity faces a criterion problem. Although ciolesed a unitary construct in most studies,
creativity has been conceptualized and measurddrins of both behaviors and outcomes of
these behaviors (Montag, Maertz, & Ba2912). Overall measures of creativity (e.g. Scott &
Bruce, 1994; George & Zhou, 2001) have been usedreativity research so far without
discriminating behaviors from outcomes. While erigggin creative behaviors is in an
employee’s control, the outcomes can be influermedhultiple environmental factors (Montag
et al.,2012; Zhang & Bartol, 2010). The present studyedéhtiates between creative behaviors
from creative performance and develops a framewnokikng high-performance HRM practices
to creative behaviors and to creative performafée final explores the ‘black-box’ of how
HRM practices affect employee creativity. Building the ideas of positive psychology, the
article presents positive psychological capdal a mediating variable for the HRM practice-
creativity relationship. High-performance practiaas enhance the positive exchange between

the employee and employer, thereby enhancing eraploseativity and innovative behaviors.
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LITERATURE REVIEW AND PROPOSITION DEVELOPMENT
High Performance Work Practices
Research in the field of HRM has been guided byouar approaches. The first of these
approaches was Walton’s (198%igh-Commitment Managemewalton based his HRM model
on employee commitment and called for the combumsaje of certain personnel practices, such
as job redesign, job flexibility, problem-solvingogps, team-based working and minimal status
differences in order to keep the workforce suffithe committed. The next approach that
became popular was Lawler's (198&j)igh-Involvement ManagemenHigh-Involvement
management was considered to be the less restrigtiterpretation of high-commitment
management (Wood, 1999) and focused on four pilegip Power, Information, Knowledge
and Rewards — for building an involved workforcéeTmost recent approach is calledHigh-
Performance Managemef(ituselid, 1995; Appelbaum, Bailey, Berg, & Kallepe2000). The
argument behindhigh-performance managemeistthat competitive markets now demand that
‘firms emphasize quality and are able to adaptdigpio changing conditions’, which in turn
means that they ‘must increasingly rely upon theatvity, ingenuity and problem-solving
ability of their workers’ (Wood & Wall 2007, p. 19R High performance organizations ensure
that their employees are equipped to make devalemision, have the necessary information,
skills and incentives, and are responsible forslens essential for innovation, improvement and
rapid response to change. From here onwards, wehesambrella term -high-performance
management to imply the important features of all the threpaaches. Given below is a brief
description of the high performance work practitest have been identified for the present

study.
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Empowermentorms the core of a high-performance work systeami®rganization that enables
non-managerial employees to participate in subs®rdecisions. Empowerment, as a HRM
practice, has found strong support in the litematand has been included in the set of high-
performance practices by various researchers irtewesontext (Arthur, 1994; Becker &
Gerhart, 1996; Chand & Khatou, 2007; Fey, Bjorkn&maviovskaya, 2000; Forth & Millward,
2004; Godard, 2001; Guthrie, Flood, Liu, & MacCurt&009; Ichniowski, Shaw, & Prennushi,
1997; Paré & Tremblay, 2007; Pfeffer, 1998; PaulA&antharaman, 2003; Schneider, 1988;
White, Hill, Mcgovern, Mills, & Smeaton, 2003; Wo&dWall, 2007).

People work in a ‘relationship-rich’ environmentathnecessitates examining interdependent
work and non-work relationships that contributet®’s growth (Ramaswami & Dreher, 2010).
Coaching and mentorings an important HRM practice that enhances the |dpweent of
relationships at workplace. Mentoring is an excleanglationship between a mentor (a senior
experienced individual) and a mentee (a less espeed individual) or the protégé. Coaching
and mentoring has been found to be instrumentalachieving better performance of
organizations (Cappelli, Singh, Singh, & Useem,®01

Information-sharingcan help in enhancing employee motivation direatig also their sense of
empowerment (Cappelli et al., 2010). Also, thesactictes might help to reduce the power
differential that may exist in a society and unke impact of being dominated and controlled for
so long. Researchers have argued that informaharirgy can lead to internalization of firm’s
goals and values by employees, can enhance feafngmitual trust, and can make employees
feel important to the company (Bartel, 2004; Bjogam& Budhwar, 2007; Guthrie et al., 2009;

Ichniowski & Shaw, 1999; Paré & Tremblay, 2007;ffefie 1998).
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Politics and power play are an integral part of awogiety (Sinha & Sinha, 1990). The
relationships between boss and subordinate quiten oflegenerate into manipulation and
ingratiation leading to simmering tensions on b&ittes. With the strong power differentials that
exist amongst the two parties, the employees déehhelpless and resentful. Any talks of co-
operation, obedience and loyalty in such a conditewe impossible. Presence cbnflict
resolution mechanismsan be quite useful in such a context. Arthur (3J99#Is these as ‘due
process’, Huselid (1995) and Delaney and Husel@®§) mention them as ‘formal grievance
procedures’ and Wood and Wall (2007) call themeamgloyee voice’. Cappelli et al. (2010)
describe conflict resolution mechanisms as a mearesmpowering employees, whereby they
can ‘flag product-quality problems or even persassiies related to management’.

Need for recognitions a fundamental driver of human behavior. The fwas of merit-based
promotionand performance-based pagan be effective motivators of employee performance
Merit-based promotion refers to nonmonetary rewg®motion, designation change etc),
through which a firm tangibly signals its appreiwat of quality work and achievements.
Literature has found strong support for the retetiop between both these practices and
employee performance (Agarwal & Ferratt, 1999; Appem et al., 2000; Bartel, 2004;
Bjorkman & Budhwar, 2007; Chand & Khatou, 2007; tho& Millward, 2004; Guerrero &
Baraud-Didier, 2004; Guest, 1997; Guthrie, 2001;th@e et al., 2009; Huselid, 1995;
Ichniowski & Shaw, 1999; Osterman, 2006; Paul & Aiframan, 2003; Schneider, 1988).
Researchers in collective societies have discussedole ofneed for extensio(Pareek, 1968)
andneed for social achievemef@appelli et al., 2010; Mehta, 1979) as possibl¢ivators for
the Indian workforce. Strong organizational missi@an help employees find meaning in their

work and motivate them by tapping into task sigwifice (Cappelli et al., 2010). Developing a
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strong mission and stitching HRM practices aroumeksé could be quite useful in enhancing
employee performance.

Selection is one of the major tools for developargl promoting corporate culture (Schein,
2004) and can ensure that the candidates are bgrsfireened to “fit in” to the existing
corporate culture (Nazir, 2005). Througklective staffingprganizations can ensure that they
recruit the right set of individuals. SelectivefBiay practices emphasize knowledge and human
relations skills (Godard, 2004) and lead to a myuelified and motivated workforce (Guest,
1997; Paul & Anantharaman, 2003), a positive wankimnment (Wright et al., 2003), and
successful implementation of a business strategnzA¥alle, Sabater-Sanchez, & Aragon-
Sanchez, 1999).

Competency Development Practicesfer to the training and development, performance
appraisal and career management practices of tleiaation. Training is one of the ways of
socialization through which an organization can ivaté its employees and equip them with
necessary skills required in accomplishing the migion missions (Schneifer, 1988; Cappelli
et al., 2010). Performance appraisals help in meagsuhe performance of employees and
provide them feedback which can then help in achge\better performance (Bartel, 2004).
Career management programs assist employees ier gaamning. One important aim of career
planning is to identify sequences of job assignsehat help employees gain the skills and
knowledge viewed as important in the company. A gany career planning system may
encourage employees to take more responsibilityhi@r development. Such programs may also
help ensure that employees possess the mix o$ skt the firm believes are important for its
future success. Career planning assistance, tlassatpositive effect on the level and type of

skills and knowledge in the company (Fey et alQ®0
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Newcomer Socializatioms another powerful mechanism of promoting corf®reulture and
achieving congruency between employee values aosketespoused for by the organization.
Newcomer socialization has been found to lead t@meoed role clarity, self-efficacy and social
acceptance leading to enhanced job satisfactigggnarational commitment, job performance
and reduced turnover intentions (Bauer, Bodner,o§ad, Truxillo, & Tucker, 2007).
Socialization programs can create an “esprit dps;dia shared experience, an interpersonal or
informal network, a company language or jargonwa#l as develop technical competencies
(Schneider, 1988). Literature suggests strong suipfay selective staffing, competency
development and socialization practices to be deduin the set of high-performance HRM
practices (e.g. Appelbaum et al., 2000; Arthur,4t3artel, 2004; Bjérkman & Budhwar, 2007;
Chand & Katou, 2007; Delaney & Huselid, 1996; Fo&hMillward, 2004; Guest, 1997;
Huselid, 1995; MacDuffie, 1995; Pfeffer, 1998; P&&remblay, 2007; Paul & Anantharaman,
2003; Rodriguez & Ventura, 2003; Sanz-Valle etE99; Wright et al., 2003).

With the business environment becoming more dynaanit unpredictable, team-based work
andflexible job designsiave become need of the hour. Flexible job desigmslead to work
enrichment so that employees have high levels sdrdiion and decision-making powers by
enhancing autonomy and formation of teams that ltnsiderable autonomy following, for
example, socio-technical design principles (Wood\&ll, 2007). Forth & Millward (2004)
called these amsk practicecomprising of team working and functional flexibjlwhile Godard
(2001) called them as a component of Alternate Wer&ctices. Other researchers have also
found support for flexible job design as a hightpenance HRM practice (Arthur, 1992;
MacDuffie, 1995; Guest, 1997; Paré & Tremblay, 20BZul & Anantharaman, 2003; Pfeffer,

1998; White et al., 2003).
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Table 1 provides a listing of the HRM practicesngiavith their definitions as implied in this
study. The HRM practices mentioned here form anaesgtive set of HRM practices that we
believe should be considered while designing th&/HRindle for any organization. We accept
that the implementation of all these practices ima costly proposition and the cost associated
can offset the performance improvement achievedd@@h 2004). Also, while some of these
practices can cause certain undesired effectsl@vgob satisfaction and self-esteem — Godard,
2001; job strain and lower pay satisfaction — RamSaholarios, & Harley, 2000; and negative
spillovers — White et al., 2003), other HRM praeticcan help alleviate some of these negative
effects (e.g. flexible job designs, empowermentacbing & mentoring). It is important,
therefore, for organizations to choose their setashplementary practices carefully in line with
their business strategies. We call the above meeditiRM practices asgh-performance HRM
practices (HPWP).

Table 1.List of High-Performance Work Practices Identified

HR Practice Definition

Coaching & Mentoring Providing coaching and helgfateer advice, and doing things to facilitate s@e's
skill acquisition, professional development, anckea advancement.

Empowerment Providing employees substantial regpitinsand discretion in carrying out work
activities, handling problems, and making impor@etisions.
Information Sharing Providing information on finaalg performance, operational strategies.
Conflict Resolution Flag product-quality problems or even personaldsselated to management.
Mechanisms
Merit Based Promotion; Promotions based solely on merit. Pay and rewamled to performance that is
Performance Based Pay measured objectively
Social Missions Creating strong missions that apfme@motion or logic to generate enthusiasm fer th
work, task significance, commitment to task objeeti, and compliance with requests
for cooperation, assistance, support, or resoustgssetting an example of
appropriate behavior.
Selective Staffing Stringent selection of indivitkibased on person-job fit
Socialization Induction trainings, association wiigh-performing individuals

Competency Development Need based training, exhaustive, accurate and @xtetraining needs identification
(Training, Performance-| improvement oriented appraisals leading to ideg#tfon of training needs, delinked
Appraisal, Career from rewards; career planning linked to busineasiql growth of employee in his
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Management) profession (technically and financ)ally
Flexible Job Designs Job rotation, team-based wgrkparticipation in group activities (e.g. qualifycles)

Employee Creativity

Solving problems creatively requires extensive effiortful cognitive processing (Reiter-Palmon
& lllies, 2004). A critical area that has not raed much research focus is the connection
between engaging in the creative process itself emdtive performance (Gilson, 2008).
Although creativity literature (e.g. Amabile 198B996) makes explicit acknowledgment of
creative behaviors (e.g. problem or task presemtapreparation, response generation) much of
the research relating to creativity has concerdrate contextual factors that influence creative
performance and the creative behavior aspect hageoeived attention commensurate with its
importance. Only when such a connection is deletand explored empirically, will a more
precise understanding of creativity emerge thall ledp management in identifying individual,
group and organizational practices that can agtuad in enhancing the competitive advantage
of organizations.

Research on workplace creativity faces a critefiooblem. Although considered a unitary
construct in most studies, creativity has been epn@lized and measured in terms of both
behaviors and outcomes of these behaviors (ScBituke, 1994; Zhang & Bartol, 2010). As has
been suggested by Montag et al. (2012) in theireveof creativity of criterion space, in the
present study we differentiate between creativéopmance behaviors from creative outcomes.
While engagement in creative behaviors is withia tontrol of an employee, the outcomes of
these behaviors may depend on external factors dd@omy, market, location etc. Weak
correlations found by researchers between subgecivd objective creativity measures (e.g.

Dewett, 2007; Gupta, 2013; Oldham & Cumming, 199@}her support the need for this
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distinction. Notwithstanding the weak correlatiohswever, we believe that the engagement in
creative performance behaviors is likely to be sy related to creative outcomes. Given
below is a brief description of the creative peariance behaviors included in the study.

Creative Performance Behaviors

Creative behaviors are related to either the géneraor promotion of ideas or products
(Janssen, 2000; Khazanchi & Masterson, 2011). Redaémon and lllies (2004) described
problem identification, information search and idganeration as behaviors that culminate in
generating innovative ideas to tackle a problenobm identification is the first step in the
creativity process and deals with defining a probléfter a problem has been constructed, a
large and diverse set of information must be gathend integrated. Gathered information can
provide exposure to others’ ideas, facilitate ctigaistimulation and elicit feedback, all crucial
for idea generation (Khazanchi & Masterson, 20The third stage involves making use of the
existing knowledge in generating alternative solsi and then selecting the one that is most
probable to achieve the set goal. Idea promotidratser (referred to as ‘mobilizing support’
behavior in the present study) deals with employsssuading others to accept and recognize
their ideas as creative (Janssen, 2000). Througg domotion behavior, employees persuade
others of the originality and usefulness of thdeds, resulting in the ideas being recognized and
accepted as creative (Khazanchi & Masterson, 2@Qdpsidering the importance of both idea
generation and idea promotion behaviors, creater@opmance behaviors have been defined in
the present study as behaviors comprising of prokf#entification, information search, idea

generation and mobilizing support behaviors.
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High Performance Work Practices and Cr eative Perfor mance Behaviors

The componential framework of creativity (AmabilE983) includes three major components,
domain-relevant skills, creativity-relevant skilés)d task motivation. The component of domain-
relevant skills includefactual knowledgéfacts, principles, opinions, knowledge of paraatsy,
technical skillsandspecial domain-relevant talentlsat may contribute to creative productivity.
‘Domain-Relevant Skills’ forms the basis for perfance in any domain and they comprise the
individual’'s complete set of response possibilititesm which the new response is to be
synthesized, and the information against whichrbée response is to be judged. ‘Creativity-
Relevant Skills’ includes: (ajognitive stylecharacterized by ability to break perceptual set, t
break cognitive set, to understand complexity, reak out of performance ‘scripts’ and seeing
things differently; (b)knowledge of heuristicor generating novel ideas; and (okative work
style characterized by ability to concentrate effort aamttiention for long period of time,
persistence and high energy level. ‘Task Motivdtionplies an individual's perceptions of
his/her reasons for undertaking the task in a givetance. Task motivation can be broadly
classified intantrinsic motivation -a motivational state generated by the individuadaction to
intrinsic properties of the task; arektrinsic motivation —motivation generated due to the
extrinsic factors (e.g. rewards, job title etc3@sated with the task.

Organizations set the tone of social exchangeioaktips by providing employees with a
multitude of resources such as appreciation, gestgrowth, recognition, fairness, and
empowerment through their HRM practices. In retemployees may expand their definitions
of job responsibilities and be motivated to engag®aore creative behaviors. Despite claims that

innovative HRM practices can boost firm-level pemiance and national competitiveness, few
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studies have been able to confirm this relationskippirically, and still fewer have
systematically described the conditions under whictvill be strongest (MacDuffie, 1995).
Researchers have conceptualized that the HRM pescimpact employee performance through
‘a cognitive path’ where an employee takes greatiantage of the skills and abilities and ‘a
motivational path’ in which HRM practices increammaployees’ satisfaction and other affective
reactions (Bates, Cox, Robertson-Smith, & Gar2®)9; Batt, 2002; Gong & Chang, 2008;
Vandenberg, Richardson, & Eastman, 1999). Extendimg line of thinking, we develop
arguments liking high performance HRM practicesntployee creative behaviors.

Task Motivation

The mentoring relationships lead to developmenintérpersonal relationships between the
bosses and the employees that are characterizephidgnce, advice, counsel, feedback, and
support (Eby, Rhodes, & Allen, 2007Also, mentoring programs have been found to lead to
better employee morale (Fletcher & Ragins, 200@jtelb career management, career and job
satisfaction (Allen, Eby, Poteet, Lentz, & Lima,0&), greater commitment and organizational
attraction (Allen & O’Brien, 2006; Horvath, Wask& Bradley, 2008). Empowerment
maximizes employee’s involvement (Konrad, 2006)ebg fostering a greater sense of intrinsic
motivation and positive work attitudes (Lawler, 898Providing employee voice in his work,
authority to make decisions and control over higiremment can enhance intrinsic motivation.
Conflict Resolution Mechanisnmsay help alleviate situations of perceived injustiz conflicts

in the company. Both the process of handling thepaint and the outcome of the process may
influence employee perceptions of how the firm gegth the situation (Morrison & Robinson,
1997). Well-functioning conflict resolution mechams can help reduce their sense of

helplessness in front of their bosses and canaseréhe probability that employee participation
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efforts will be effective because they provide alladefined way for employer-employee
communication on work-related issues (Huselid, 199%® the extent that a complaint is
properly handled, the employee is more likely tantaan a high level of motivation (Fey et al.,
2000).

Information sharing enables the sharing of information on financial,rf@enance and
operational strategies and conveys to employedsttieg are trusted (Pfeffer & Veiga, 1999),
thereby leading to their increased involvement (@re & Barraud-Didier, 2004)Selective
staffing, socialization, extensive skills trainingserit-based promotionand performance-
oriented appraisakignal an organization’s intent to establish a lemgn exchange relationship
with its employees (Sun, Aryee, & Law, 2007). Altgse practices can significantly impact the
discretionary behaviors by influencing employee iwagion by entering into a social exchange
relationship (Morrison, 1996)Merit-based promotionscan strongly influence extrinsic
motivation (Guest, 1997; Huselid, 1995; Manolopsul@006; Paré & Tremblay, 2007) of
employees. Though, extrinsic motivation has beésh tsabe detrimental to creativity (Amabile,
1983), we feel that in a scarcity-ridden econonaesountries today, extrinsic rewards (money
and position) can be strong motivators of innowatbehaviors, provided the outcomes of the
such behaviors are tangibly and justly linked teimtives. Stringent selection practices influence
the employee-job fit and the quality of the workd®mwhich, in turn, influences the motivation of
employees (Arthur, 1994; Godard, 2004; Guest, 1885¢Duffie, 1995; Wright et al., 2003).
Moreover, a selective organization conveys statuspaestige to those being selected (Gong &
Chang, 2008). Competency development practices neehamployee quality (Guest, 1997,
Wright et al., 2003) and employee motivation (Gd&ghang, 2008; Huselid, 1995; Konrad,

2006; Paul & Anantharaman, 2003).
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Performance-based compensatinfiuences (extrinsic) motivation (Guest, 1997).sBg their
arguments on Vroom’s expectancy theory (1964), étegl. (2000) mention that if the company
provides rewards desired by the employee in questiiis employee is more likely to perform in
a way that will bring him the reward. Paul and Atemaman (2003) found that compensation
practices positively affect commitment of skilledofessional in Indian IT firms. Other
researchers (Angel & Sanchez, 2009; Arthur, 199%da®d, 2004; Guerrero & Barraud-Didier,
2004; Guthrie, 2001; Konrad, 2006; MacDuffie, 1998right et al., 2003) also suggest that
contingent pay systems, especially pay-for-knowsgdgoup bonuses, and profit-sharing should
lead to enhanced commitment of the employees. s, posit:

P1: High-performance work practices (empowermengching and mentoring, information-
sharing, conflict resolution mechanisms, recogmitiperformance-based pay, selective staffing,
socialization, competency development, flexible ¢&sign, and strong social mission) are
positively related to employee task motivationrifisic motivation, extrinsic motivation).

Domain- and Creativity-Relevant Skills

Empowermenand participatory systems enable employees to atadet the firm’s competitive
position and enable them to work towards improwimgr firm’s position (Wright et al., 2003).
Information sharing enables the sharing of information on financial,rf@enance and
operational strategies (Pfeffer & Veiga, 1999), ethinfluences employee perceptions about role
structures (Guest, 1997) and enables them to et better (Wright et al., 2003). A good
communication system provides employees with dhtt ts timely and relevant to their
particular work process, thereby influencing theanspnally to either expend or withhold effort
(Konrad, 2006). Mentors provide access to socidwokks that include repositories of

knowledge not available through formal communicatehhannels (Dreher & Ash, 1990). Entry
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into these social networks provides the protég8 thi¢ opportunity to display talent and skills to
decision makers within the organization (Allen et 2004). Mentors can also have a significant
influence on an employee’s cognitive and work styies. creativity-relevant skills) through role
modeling, evaluation and mastery experiences (&hall Perry-Smith, 2001). Flexible job
designs improve knowledge of employees and all@mtho see the company from number of
perspectives (Angel & Sanchez, 2009; Farh, Pod§aléfOrgan, 1990). This enhanced
exposure to the working of the organization camificantly enhance their domain-relevant
skills that are essential for creativity.

Selective staffingan be used to try and select employees who are likety to be creative or
who have higher innate creative ability (Guest, 7t9halley & Gilson, 2004). Organizations
can focus on screening prior to selection to trjite employees based on their task expertise
and cognitive skills needed for creativitffraining can be used to provide educational
opportunities that can enhance task domain expeiig offering training opportunities that can
increase individuals’ knowledge base or their ovégt relevant skills, this should help
employees to try to be more creative in their w(8kalley & Gilson, 2004). Basudur, Graen,
and Green (1982), through an empirical study, destnated that training in creative thought
processes can result in positive improvements titu@es associated with divergent thinking.
Research on training for creative problem solviag Indicated that training can help enhance
employees’ level of creativity (e.g., Basudur, Wakgashi, & Graen, 1990). Effective
performance-based appraisal can help in identif{fiegtraining needs and thus aid in improving
the domain and creativity relevant skills.

Socialization with highly creative people can traimployees in creativity related skills (Guest,

1997; Shalley & Perry-Smith, 2001). Good social@atcan make employees believe in
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organizational missions and can create creativalseits. Socialization programs can create an
‘esprit de corps,’ a shared experience, an intsgrel or informal network, a company language
or jargon, as well as develop technical competasn@ehneider, 1988). Flexible job design and
team-based working can lead to work enrichmentamapportunity to learn from other team
members thereby contributing to better domain am@twvity relevant skills. Based on above
arguments, we posit:

P2: High Performance Work Practices (empowermeagching and mentoring, information-
sharing, conflict resolution mechanisms, recogmitiperformance-based pay, selective staffing,
socialization, competency development, flexible ¢&sign, and strong social mission) are
positively related to employee domain-relevantiskil

P3: High Performance Work Practices (empowermeagching and mentoring, information-
sharing, conflict resolution mechanisms, recogmitiperformance-based pay, selective staffing,
socialization, competency development, flexible ¢&sign, and strong social mission) are
positively related to employee creativity-relevakitls.

Basing our arguments on the componential theoryeddtivity (Amabile, 1983, 1997), we posit:
P4: Employee task motivation (intrinsic motivati@xtrinsic motivation) is positively related to
creative performance behaviors (problem identifmat information search, idea generation,
and idea promotion).

P5: Employee domain-relevant skills are positivediated to creative performance behaviors
(problem identification, information search, ideargration, and idea promotion).

P6: Employee creativity-relevant skills are postivrelated to creative performance behaviors

(problem identification, information search, ideargration, and idea promotion).
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Positive Psychological Capital

During the late 1990s, positive psychology emengéti a renewed emphasis on what is right
with people, rather than the almost total preoctiapgpsychology has had over the years with
what is wrong with people (Larson & Luthans, 20@gligman & Csikszentmihalyi, 2000;
Snyder & Lopez, 2002). The composite constructsyfidap has been defined as “an individual's
positive psychological state of development charamtd by: (1) having confidencéself-
efficacy)to take on and put in the necessary effort toesed@t challenging tasks; (2) making a
positive attribution(optimism)about succeeding now and in the future; (3) pensey toward
goals and, when necessary, redirecting paths tts goape)in order to succeed; and (4) when
beset by problems and adversity, sustaining andiddog back and even beyokiesilience)to
attain success” (Luthans, Youssef, & Avolio, 200.73).

As organizations seek ways to help employees nevify@ ever-challenging work environment,
they increasingly are recognizing the importanc@asitivity and concentrating on developing
employee strengths, rather than dwelling on theatn® and trying to fix employee
vulnerabilities and weaknesses. In this respect)elieve Positive Psychology (and in particular
PsyCap) has a great potential for influencing tfieeiency and performance of the human
resource of an organization and it is importantegbne, test and extend this newly formed
construct for to HRM and creativity studies. Belowe develop arguments linking high-
performance work practices to employee creativeabieln, with psychological capital as an
intervening variable.

HPWP and PsyCap

The four positive psychological capacities of cdafice, hope, optimism, and resilience are

measurable, open to development, and can be matlaged)h focused interventions for more
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effective work performance (Luthans, Luthans, &Hharns, 2004; Caza, McCarter, Hargrove, &
Wad, 2009) and, therefore, being able to train dadelop a positive approach to OB for
leaders/managers and their people is critical i® d@pproach (Luthans, 2002). HPWP enhance
positive exchanges between the employee and théogenp These exchanges are positively
related to employees’ feelings of perceived orgaional support and can enhance their PsyCap.
Including employees in the goal-setting processes lead to high-hope employees (Lopez,
2007). Thus, empowerment and firm's performancerapal philosophy can significantly
influence hope of its employees. Selective staffimactices that select employees based on their
levels of positive psychological capacities are enbkely to develop a workforce high on
Psychological Capital (Caza et al., 2009). Highfgrenance work practices signal to the
employees that the organization views them asategfic resource, invests in their development,
recognizes their contribution, and cares for thegtl-being (Chuang & Liao, 2010). This can
help in creating a positive unit-level climate whemployees start to feel hopeful about their
future, optimistic about their careers, resiliend aefficacious about their potential and their
ability to do well in their jobs (James, Choi, Kd¢cNeil, Minton, Wright, & Kim, 2008). These
HRM practices that focus on employee well-being.(empowerment, coaching and mentoring,
competency development, merit-based promotionsynmétion-sharing) create an environment
conducive for the development of psychological dpand can foster positive employee
attitudes and behaviors in the workplace (MuseriBlaGiles, & Field, 2008).

Self-efficacy can be enhanced through empowermeosinmunication (sharing useful
information and positive feedback), training ainr@denhancing mastery experiences, vicarious
positive experiences, positively oriented persugsjghysiological and psychological arousal

Teamwork and use of flexible job designs providereneesponsibility, challenge, and
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empowered personal control over the work therelnaraing employee’s self-efficacy (Luthans,
2002). Optimism has been shown to be amenable vela®nent through Schneider’'s (2001)
three-step process, which include leniency for past, appreciation for the present, and
opportunity seeing for the future. Coaching & meimg, information-sharing, empowerment,
training and development and socialization prastican be useful in developing optimism.
Resilience can be enhanced using positive emotialtsting the perceived level of risk or
personal assets (through coaching & mentoring), gewkrally fostering self-enhancement and
development (through competency development pegjtidvey, Luthans, & Jensen, 2009).
Hope can be enhanced by focusing on goal desigeptanace and commitment (possible through
empowerment), pathways generation (possible throwmdbrmation-sharing, mentoring and
empowerment), developing alternate pathways and ski regoaling (possible training
interventions) and overcoming obstacles (possibteugh coaching and mentoring) (Luthans,
2002; Luthans, Avey, Avolio, Norman, & Combs, 2008)thans, Avey and Patera (2008) found
that Psychological Capital can be developed thraughing interventions. They observed that
‘the results of this experimental study provideledst initial support that the psychological
capital of a broad cross-section of organizatigraaticipants can be developed through a short
web-based training intervention’ (p. 217). Basedi@above arguments, we posit:

P7: High Performance Work Practices (empowermeagching and mentoring, information-
sharing, conflict resolution mechanisms, recognitiperformance-based pay, selective staffing,
socialization, competency development, flexible g@sign, and strong social mission) are

positively related to employee psychological cdgltape, optimism, resilience, self-efficacy).
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Psychological Capital and Creative Perfor mance Behaviors

Psychological Capital provides us with a new humasource development approach to help
employees build the critical resources they neediay’s stress-filled work-place (Avey et al.,
2009). The delineation of human (what | know), abgivho | know), and psychological capital
(who I am and what | can become) and introducinigecent effort to develop them enables
organizations to make best use of its human ressuiihe influence of Psychological Capital on
Creativity has not been explored in the literatame there is sparse research to draw from either
the Psychological Capital or the Creativity litenats. Out of the self-efficacy, hope, optimism
and resilience, only self-efficacy has been testedn antecedent of creativity (e.g. Gong et al.,
2009; Tierney & Farmer, 2002). To build our argutsemwe pull from the associated literatures
surrounding each of the psychological capacitiesiaform the development of propositions.
Resilientindividuals have a firm acceptance of reality el belief, often buttressed by strongly
held values, that life is meaningful, and an astimg ability to improvise and adapt to
significant change (Avey, Patera & West, 2006).0Alesilience is characterized by a staunch
view of reality (Coutu, 2002), promotes emotionabdity (Masten & Reed, 2002) and provides
positive coping difficult life situation (Fredricka, Tugade, Waugh, & Larkin, 200®)ptimistic
individuals expect good things to happen to themdlileg to significant cognitive and behavioral
implications (Carver & Scheier, 2003; Avey et &006). Specifically, an optimistic employee
may be more liable to indulge in behaviors that mal in creative performance. Given the
external attribution of negative events, when fagét negative outcomes optimists are likely to
attribute the failure to external causes or tovittlials around him, thereby avoiding reduction in

the effort.
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Self-efficacyis defined as the individual’'s conviction (or calgnce) about his or her abilities to
mobilize motivation, cognitive resources or coureésiction needed to successfully execute a
specific task within a given context and is chadzed by extra effort and tenacious
perseverance in accomplishing a given task (Aveal.e2006; Bandura, 1997). Individuals that
are generally high in self-efficacy tend to beli¢kat they have the ability to deal with situations
presented to them to arrive at success. As a reékalie individuals are likely to view potential
work hindrances as surmountable and challenges #nat achievable rather than as
disproportionately difficult. When faced with obsles, such employees tend to react in a more
productive manner, pooling resources, indulgingeam work, helping others and seeking help,
creating action plans, thinking about the impadisfactions on others, etc., rather than focusing
most of their attention on the existence and natfitae problem/circumstances at hand. As a
result, efficacious individuals may be more likétydisplay (and continue to display) intrinsic
motivation (Gong et al.,, 2009; Tierney & Farmer,02p even when faced with difficult
situations.

Finally, individuals with higher levels dfopehave the agentic capacity to set and pursue goals
in such a way that they stay motivated throughbaetgursuant process (Luthans et al., 2007).
Hopeful individuals are more likely to have estahéd functional goals, providing them with
directed motivation to work towards said goals atady basis (Snyder, 2002). Such individuals
enjoy interacting with people and readily adaphéw and collaborative relationships; are less
anxious, especially in evaluative, stressful sitret; and are more adaptive to environmental
change (Luthans, 2002). Hopeful people deal witbrglay obstacles with great ease and may

even become energized when they hit a sticky patchthen get unstuck. For them, failure of
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one project does not lead to overall failure ardlicgion in display of behaviors beneficial for
creativity. Based on the above arguments, we posit:

P8: Employee Psychological Capital (hope, optimisesjlience and self-efficacy) is positively
related to employee creative performance beha\jomsblem identification, information search,
idea generation, idea promotion).

P9: Employee psychological capital (hope, optimisesjlience and self-efficacy) mediates the
relationship between high-performance work pradi¢empowerment, coaching and mentoring,
information-sharing, conflict resolution mechanism®cognition, performance-based pay,
selective staffing, socialization, competency dguekent, flexible job design, and strong social
mission) and employee creative performance behsfproblem identification, information
search, idea generation, idea promotion).

As has been argued above, engagement in creathayibes is likely to lead to more creative
performance (Reiter-Palmon & lllies, 2004; Shalktyal., 2004; Zhang & Bartol, 2010). We,
thus, posit:

P10: Creative performance behaviors (problem idergttion, information search, idea
generation, idea promotion) are positively relatecemployee creative performance.

Figure 1 below presents the conceptualized model.
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Figure 1.Conceptual Model
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CONCLUSION
The present study makes multiple contributiondh®oHHRM and Creativity literatures. Based
on an exhaustive state-of-the-art literature reyiewe identify a set of high-performance
HRM practices. Next, the article proposes a themkframework that establishes linkages
between HRM practices and employee creativity. tGnea construct has been
conceptualized to be comprising of creative peroroe behaviors and creative performance.
The study develops arguments delineating the impaddRM practices on employees’
creative behaviors and eventually their creativégomance. Finally, the study builds on the
concepts of positive psychology and presents pdgglual capital as an important mediating
variable for the relationship between high-perfancea HRM practices and employee
creativity. To our best knowledge, such a studyirs of its kind and the conceptualized
model, when tested, can provide a number of insiftt managers and researchers alike.
Future work should concentrate on hypotheses gemertom the propositions presented
here and their empirical testing. We hope thatidieas presented here will provide seeds for
future research.
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