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Abstract

This paper revisits the old convergence-divergence debate in international human resource
management (IHRM) by looking at whether the best HRM practices are in a standardized
manner or need to be changed according to the context in a developing-country context.
With Lahore, Pakistan, being among the biggest technological centers in the country, the
study explores how personal cultural values influence individual employees as regards to
their preferences as well as their acceptance of the two fundamental subsystems of HRM,
which include the training and development (T&D) and performance management systems
(PMS). Based on the Hofstede cultural dimensions that are operationalized at the individual
level, the study will be used in testing the influence of power distance, collectivism, and
masculinity on T&D and PMS. The results based on a quantitative survey design and
structural modeling, confirm the perception that HRM practice transfer cannot be explained
in terms of generalized best practice; instead, perceived suitability and effectiveness of
HRM practices vary in a systematic manner depending on cultural value orientations of the
employees. The research has value to the existing literature on IHRM and comparative
HRM by not only offering micro-level evidence on the situation in Pakistan in the I T setting
but also by refocusing the convergence-divergence lens on particular subsystems of HR
(T&D and PMS). In practice the research recommends that HR leaders in IT companies
should regulate training architectures and performance management systems to cultural
anticipations so as to increase acceptance, perceived fairness and efficacy- especially on
high power-distance and collectivist workplace conditions.
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2 Umer and Naeem

1 Introduction

As organizations become transnational, they encounter complicated issues that cannot be easily
observed in strictly domestic operations especially the aspect of dealing with people in new
institutional and socio-cultural context. The international human resource management (IHRM) is
not merely an act of moving HR systems across borders, but it entails a decision-making process
on the degree to which HRM policies can be standardized and the level of localization to stay
viable in the host environments (Evans et al., 2011; Farndale et al., 2017). One of the key tensions
in this debate is the convergence-divergence debate: globalization is either pushing the systems of
HRM towards similarity due to diffusion of the best practice, or national and local conditions still
dictate HRM in a way that makes it impossible to transfer easily (Budhwar et al., 2016; Kaufman,
2016).

The debate is more consequential in the emerging markets. On the one hand, the necessity to have
globally connected and multinational companies pursues the homogenisation of HRM systems so
that the firms could be internally consist and cost effective; on the other hand, HRM practice is
highly culture specific in its relation to power, relationships, performance, and equity, which could
make imported systems a challenging choice (Brewster et al., 2015; Budhwar et al., 2016). The
Pakistani case offers a good environment to study the issue to be particularly in the technology
economy where the global business logics intertwine with the local values of work. According to
national indicators, the IT and IT-enabled services sector in Pakistan is becoming more and more
integrated into the global markets, and Lahore is one of the largest IT hubs in the country that takes
the significant portion of registered IT/ITeS companies (Finance Division, Government of
Pakistan, 2023). Other market indicators in the recent sector also focus on the fast development
and the increase in the need of digital services worldwide (Ali, 2025).

Training and development (T&D) and performance management systems (PMS) are especially
important in such contexts. The competitiveness in the IT-sector is conditional upon the constant
renewal of skills, the dynamic technical knowledge, as well as the flexibility of the workforce. The
results of empirical studies in different contexts continue to associate training investments with
greater organizational performance, but the influence differs depending on the circumstances in
institutional and organizational contexts (Garavan et al., 2021). On the same note, PMS is not only
technical appraisal system, it determines how employees perceive fairness, trust and commitment
which determine the acceptability of performance systems and whether they actually achieve
desired motivational effects (Farndale et al., 2011). Furthermore, the digitization of learning and
appraisal systems can result into the cultural fit of technology-mediated feedback and monitoring
being even more salient, as technology-mediated feedback and monitoring can be perceived
differently under various value orientations (Wesche & Handke, 2023).

One significant weakness of much of the convergence-divergence literature is that culture has
usually been considered on a national scale, even though in fact a significant amount of variation
exists in countries within individuals, within organizations and within sectors. Although the
dimensions described by Hofstede continue to be instrumental in theorizing cultural values, current
studies are focusing more on the measurement of culture at the individual level to understand the
attitude of the employees and their behavioral reactions to the management systems (Hofstede,
2001; Yoo et al., 2011). Based on this micro-level cultural strategy, the current research will
concentrate on three cultural dimensions that are particularly important to HRM design and
acceptance, which include power distance (tolerance to inequality and power disparity),
collectivism (preoccupation with group harmony and relationship), and masculinity
(preoccupation with achievement, competition, and performance outcomes). These values are
credibly likely to influence the way the employees perceive development opportunities (T&D) and
react to evaluation and accountability systems (PMS). As an illustration, high power distance
might lead to tolerance of top-down performance ratings and intolerance of open and
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developmental feedback. Relationally sensitive evaluation and group-oriented learning climates
may have a higher preference supported by collectivism. The preference of performance-based
differentiation and competition-based appraisal criteria may be reinforced by masculinity.

Although these arguments may be true and relevant, there is a scarcity of empirical research in the
context of the I1T-sector of Pakistan especially research studies that relate individual cultural values
to the employee acceptance and perception of certain HRM subsystem like T&D and PMS. To fill
this gap, the paper explores the degree to which HRM practices within the IT industry of Lahore
are best practices that are universalistic in nature and/or culturally-specific and context-based. On
this basis, the research questions are as follows: (1) How individual cultural values (power
distance, collectivism, masculinity) are associated with the perceived by the employee of training
and development practices and (2) How these cultural values are associated with the perceived by
the employee of performance management systems? In this way, the study expands the
convergence-divergence argument that has focused on HRM bundles to two central HR
subsystems that are strategically central and offers an evidence-based recommendation to HR
managers dealing with culturally entrenched workforces in technology companies exposed
globally.

2 Literature Review

2.1 Pakistan and Lahore’s IT sector as a context of evolving cultural values

Pakistan is a multifaceted socio-cultural environment which is determined by religion, history,
regional diversity, and globalization. The latest trends show that globalization, education, and
exposure to digital media is forming hybrid trends in culture as individuals negotiate over a modern
lifestyle and Islamic and indigenous value commitments, particularly the younger and urban
generations (Hashmi et al., 2025; Tahir et al., 2025; Ozer and Kamran, 2025). As a result, the
cultural activities in Pakistan might appear to be dynamic and even conflicting, the conventional
hierarchical orientations and the contemporary professional norms, especially regarding the urban
hubs and within the professional groups which are globally open (Tahir et al., 2025; Ozer and
Kamran, 2025). These dynamics are more observed in regions that are open to global competition
and global client needs like in information technology (IT) where structural needs on the workforce
skills, performance responsibility and lifelong learning are high (State Bank of Pakistan, 2023).

Lahore is a very favorable location to study the adoption and use of HRM practices in the
technology economy of Pakistan. Authoritative sources in the field of national reporting recognize
Lahore as a large IT/ITeS hub; including the Pakistan Economic Survey, which claims Lahore
boasts the largest share of PSEB-registered IT/ITeS firms of key hubs (Finance Division,
Government of Pakistan, 2023). The importance of this sectoral and geographic specificity lies in
the fact that best practices in HRM within IT companies are extremely predetermined by the needs
to deliver globally, skill obsolescence, and performance accountability and training investment
demands which increases the tension between globally-diffusing best practices templates and
locally-based cultural needs (Finance Division, Government of Pakistan, 2025; State Bank of
Pakistan, 2023).

2.2 Research gap: beyond WEIRD settings and beyond national averages

Over-representing Western and other WEIRD environments has been long criticized to restrict the
theory generalizability (Schimmelpfennig et al., 2025; Deffner et al., 2022; Wiernik et al., 2022).
Evidence is usually focused on a small group of well-researched economies when considering
emerging markets, which makes such contexts as Pakistan relatively unexplored (Cooke et al.,
2019; Cooke et al., 2020; Darwish et al., 2024). The fact that HRM practices are not realized in a
vacuum is especially critical since they are perceived by the employees based on culturally based
assumptions about authority, fairness, voice, competition, and relational obligations (Kotiloglu et
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4 Umer and Naeem

al., 2024; Mori et al., 2022). Thus, the focus on the HRM practice transfer and effectiveness within
the IT sector of Lahore is a response to the wider need to conduct context-sensitive IHRM studies
and increases the range of evidence in less-represented settings (Higgins, 2024; Cooke et al.,
2020).

2.3 Universalism/relativism: best practices, convergence/divergence debate.

The convergence-divergence debate explains whether globalization and competitive imitation
drive organizations in similar management systems (convergence) or whether lasting national and
local environments deter uniformity (divergence) (Budhwar et al., 2016; Gooderham et al., 2025;
Mishra and Sohani, 2020). The initial cross-cultural literature confronted the belief in universal
managerial principles by demonstrating that there are varying value systems in different societies,
which determine organizational behavior and employee response (Hofstede, 1983). Universalist
arguments in HRM state the existence of core set of best practices, which enhance organizational
performance, regardless of the context, whereas relativist arguments state that the quality and
acceptability of HR practices are influenced by cultural and institutional fit (Delery and Doty,
1996; Higgins, 2024; Pfeffer, 1994 and Pudelko and Harzing, 200

The rationale behind the best practice stance is that some HRM systems, when conceived in a
consistent manner and executed in a similar way, add value to organizational performance by
increasing ability, motivation, and opportunity structures (Appelbaum et al., 2000; Jiang et al.,
2012). Nevertheless, critics believe that what is deemed as the best is often created in a specific
institutional setting and may not readily move to other cultural settings without being adjusted
(Higgins, 2024; Pudelko and Harzing, 2007). That tension is further exacerbated in the areas of
the global economy such as IT, where companies can experience intense pressure to implement
standardized international templates and cannot but require the approval and acceptance by the
local working cultures (Budhwar et al., 2016; Mishra and Sohani, 2020).

2.4 Institutional theory and the cultural embeddedness of HRM

Institutional theory reinforces the thesis that managerial choice does not have the power to shape
practices in HR. Coercive, normative, and mimetic pressures affect organizations and make them
adopt practices that are regarded as legitimate within a particular environment (DiMaggio and
Powell, 1983; Scott, 2014). Host contexts Organizations can be flexible in their HR practices to
meet the expectations of the host to achieve legitimacy and minimize opposition, although global
models may advocate standardization (Bjorkman et al., 2007; Kostova and Roth, 2002). Recent
institutional arguments in IHRM further highlight that cross-border firms usually experience two
sets of pressures: internal coherence to corporate logic and external alignment to host norms,
resulting in hybrid or intermediate forms of HR practices as opposed to complete standardization
or complete localization (Guo, 2024; Higgins, 2024; Kostova and Roth, 2002; Pudelko and
Harzing

When applied to the IT industry of Lahore, the institutional pressures take place on various sides:
global demands of clients and global market exposure, competition in the field of professional
talent, professional norms of the technology industry, and local cultural demands regarding
hierarchy, collectivist relations, and performance appraisal (Finance Division, Government of
Pakistan, 2025; Pakistan Software Export Board [PSEB], 2024). These pressures imply that despite
being made as technical decisions, HRM practices and their perceptions can be described as
socially constructed processes influenced by the legitimacy needs, industry standards, and
changing institutional requirements (DiMaggio and Powell, 1983; Scott, 2014).

Individual cultural values: why micro-level culture matters
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One of the common constraints in cross-cultural studies is the consideration of culture as a national
asset. National-culture models are still important as they do not entirely explain within-country
diversity, particularly in heterogeneous communities and among workers in occupational groups
(Steel and Taras, 2010; Taras et al., 2011). The education and professional socialization of
employees and international exposure to work norms can cause significant difference between
value orientations of employees in IT firms; therefore, the cultural values at individual level can
be considered particularly relevant since the HR systems are experienced, interpreted, and
evaluated by individuals, rather than by the national averages (Dorfman and Howell, 1988; Yoo et
al., 2011).

In this regard, this research paper defines culture as an individual value orient, and three
dimensions, most commonly theorized, that have direct bearing on HR-system acceptance and
interpretation, include power distance, collectivism, and masculinity (Hofstede, 1983; Yoo et al.,
2011). Such cultural values are likely to influence the perception of desirability, equity, and utility
of HR practices, especially ones that directly influence learning opportunities (training and
development) and evaluation outcomes (performance management systems), where the relevant
perceptions are highly filtered by norms regarding authority relations, and group-oriented
expectations (Dorfman and Howell, 1988; Taras et al., 2011).

2.5 Why focus on Training & Development and Performance Management in
Lahore’s IT sector

The two systems that are especially central in HR subsystems in IT organizations are training and
development (T&D) and performance management systems (PMS). The swift technological
transformation, the changing demands of projects, and the constant renewal of skills characterize
IT work, which is why continuous learning and reskilling is a strategic requirement to stay
employable, innovative, and deliver high-quality services (OECD, 2024; World Economic Forum,
2025). Consequently, successful T&D emerges as a primary organizational strength since training
investments are always associated with enhanced organizational performance in any situation
(Garavan et al., 2021). Simultaneously, IT companies use PMS extensively to define expectations,
measure project-based contributions, and distribute rewards, promotions, and development
opportunities; yet, performance management remains among the most culture-specific areas of HR
practices as it presupposes power relations, the feedback style, transparency, and the views of
procedural and distributive justice (Aguinis et al., 2012). The cross-cultural performance
management scholarship directly acknowledges that power distance, collectivism and masculinity
are cultural aspects that cause performance systems to be understood and operationalized in a way
that is not expected to succeed (Aguinis et al., 2012).

These HR subsystems in the IT sector of Lahore, are also influenced by sectoral demands of
quantifiable results, client satisfaction rates and continuous improvement, general national-level
policy and industry discourse effects of developing digital capabilities and staying competitive
(Finance Division, Government of Pakistan, 2025; Pakistan Software Export Board [PSEB],
2024). Therefore, the current paper regards T&D and PMS as the most critical points where the
best-practice/best-fit tension can be observed on the level of worker-perception, as global training
and appraisal templates usually need to be accepted and adopted locally to be successfully used in
the daily work (Aguinis et al., 2012; OECD, 2024).

3 Hypothesis Development
3.1 Power distance and HRM practices (T&D and PMS)

Power distance is used to show how the people embrace inequality in power and authority and also
accept hierarchy (Hofstede, 1983; Hofstede, 2001). With a high power-distance orientation,
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6 Umer and Naeem

employees tend to perceive authority as legitimate, and they anticipate seniors to make decisions
(House et al., 2004; Kirkman et al., 2009). Nevertheless, most modern-day best practice
assumptions of T&D and PMS are based on employee involvement and voice, developmental
feedback, transparent criteria and two-way communication (Aguinis et al., 2012; Farndale et al.,
2011). Employees in high power-distance cultures might also feel less at ease with participative
performance dialogues or open developmental feedback that might seem to call into question the
hierarchy; and access to development opportunities may be viewed through the prism of status and
seniority as opposed to competence-building rationality (House et al., 2004; Kirkman et al., 2009).
Consequently, more power distance means that the perceptions of best-practice implementation
will be weaker in T&D and PMS (Aguinis et al., 2012; Hofstede, 2001).

H1a: Power distance is negatively associated with perceived best-practice training and
development in Lahore’s IT sector.

H1b: Power distance is negatively associated with perceived best-practice performance
management systems in Lahore’s IT sector.

3.2 Collectivism and HRM practices (T&D and PMS)

Collectivism is the tendencies towards group harmony, loyalty, relational obligation, and
interdependence (Hofstede, 2001; Triandis, 1995). HR practices are also more favorably viewed
in collectivist orientations when they contribute to the promotion of inclusion, social learning, and
relational fairness since employees judge the organizational systems based on their impact on
relationships and in-group cohesion (House et al., 2004; Markus and Kitayama, 1991). Training
and development (T&D) can be well in line with the collectivist values when training and
development promotes collective learning, mentoring, teamwork and the development of
capability that is useful to the group (Triandis, 1995; House et al., 2004). In the case of
performance management systems (PMS), collectivist orientations can be biased toward systems
that do not involve humiliating comparisons, those that are respectful and face-sensitive, and
systems that acknowledge collaborative efforts, as opposed to individual competition (Aguinis et
al., 2012; Farndale et al., 2011). With these alignments, collectivism will have a positive
association with employee perceptions of T&D and PMS as effective and appropriate (Hofstede,
2001; House et al., 2004).

H2a: Collectivism is positively associated with perceived best-practice training and development
in Lahore’s IT sector.

H2b: Collectivism is positively associated with perceived best-practice performance
management systems in Lahore’s IT sector.

3.3 Masculinity and HRM practices (T&D and PMS)

Masculinity is a sign of the achievement, competition, assertiveness, and performance-based
differentiation (Hofstede, 2001; House et al., 2004). More masculine value orientations tend to
prefer straightforward goals, performance-based rewards and merit-based promotion since
achievement and prestige are closely connected with quantifiable achievement (Hofstede, 2001;
Kirkman et al., 2006). In IT companies, where milestones and KPIs, as well as technical
competence, often serve as indicators of project delivery, productivity, and skill mastery,
masculinity can spread the preference towards more structured training and development (T&D)
that builds capability and demonstrates professional success (Garavan et al., 2021; World
Economic Forum, 2025). Likewise, masculinity can lead to a higher tolerance toward
performance management systems that are objective-based, distinguish performance levels, and
explicitly relate evaluations to rewards, promotions and career advancements (Aguinis et al.,
2012; Delery and Doty, 1996). Thus, the masculinity will have a positive correlation with the
perceptions of best-practice T&D and PMS in the IT sector of Lahore (Hofstede, 2001; Aguinis
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etal., 2012).

H3a: Masculinity is positively associated with perceived best-practice training and development
in Lahore’s IT sector.

H3b: Masculinity is positively associated with perceived best-practice performance management
systems in Lahore’s IT sector.

Conceptual Framework: Cultural Values and HRM
Practices in Lahore’s IT Sector (Pakistan)

Individual Cultural HRM Practices (DVs)
Values (IVs) >

e Training &

e Power Distance Development (T&D)
e Collectivism e Performance

e Masculinity Management System
(PMS)

\ 4

\ 4

H1la-H3b (Power Distance, Collectivism, Masculinity — T&D and PMS)

Figure 1. Hypothesized Model: Power distance, collectivism, and masculinity (individual cultural
values) predict perceived best-practice implementation of training and development and
performance management systems in Lahore’s IT sector.

4 Research Methodology (IT Sector, Lahore)
4.1 Research design and approach

The study uses a quantitative, cross-sectional survey design. Data screening (missing
values/outliers) is done in SPSS, while hypotheses are tested using SEM (SmartPLS) because it
estimates multiple relationships simultaneously and is commonly recommended in
management/social science research.

Table 1. Updated Research Design (same design; population updated)

Design Element Specification

Research approach Quantitative

Research purpose Descriptive

Type of investigation Correlational

Study setting Non-contrived

Data source Primary

Unit of analysis Individual

Instrument Survey questionnaire (Likert scale)
Time horizon Cross-sectional

Sampling technique Non-probability convenience sampling

SMARC:=:...



8 Umer and Naeem

Design Element Specification

Target population (UPDATED) Direct employees of IT sector firmsin Lahore
Sample size 275 (as currently reported)

Statistical technique PLS-SEM (SmartPLS)

(Structure adapted from your Table 1; only the target population line is updated.)
4.2 Study setting and population

The data is no longer defined as gathered by telecommunications companies, but by organizations
of the IT sector, with the employees in professional/office positions targeted.

Understood. Here is the new journal-style version of the Data Analysis section - each table should
be followed by interpretation, but the tables should be aligned with your new model - you have no
tables that are unrelated to your model:

IVs: Power Distance (PD), Collectivism (COL), Masculinity (MAS)
DVs: Training and Development (TD) and Performance Management System (PMS).
. Population/setting (write-up): IT industry, Lahore.

Significant (so that you are not stuck later): the numeric output that you have provided is the
original set of results tables (the same values). In the modified model (with the removal of UA,
CD, and RS), the SmartPLS will modify minimally the structural outputs such as R 2/Q 2. | have
not, then, constructed revised R 2/Q 2; | am merely interpolating the coefficients in your tables.

4.3 Data Analysis (Revised Model: PD, COL, MAS — TD & PMYS)
Table 3. Respondents’ Profile (n = 275)

Demographic Indicator Frequency %
Gender Male 246 89.45
Female 29 10.54
Age Less than 30 72 26.18
30-39 157 57.09
4049 41 14.90
50-59 5 1.81
Mode of Employment Permanent 221 80.36
Contractual 54 19.63
Years of Experience 1to 3 years 138 50.18
3 to 4 years 43 15.63
410 6 years 24 8.72
6 or more years 70 25.45
Name of Organization (replace labels with Lahore IT firms) Org-1 64 23.27
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Demographic Indicator Frequency %
Org-2 72 26.18
Org-3 73 26.54
Org-4 66 24.00

The sample (n=275) is heavily male-dominated (89.45%). Most respondents fall in the 30—39 age
group (57.09%), and a large proportion are permanently employed (80.36%). Experience is
concentrated in the early-career range (1-3 years = 50.18%). The organizational distribution is
fairly balanced across four participating organizations, which supports representativeness across
the selected Lahore IT firms.

Table 4. Descriptive Statistics (Mean and Standard Deviation)

Variable Mean Std. Deviation
Power Distance (PD) 2.0897 0.78822
Masculinity (MAS) 2.4145 1.06932
Collectivism (COL) 4.0418 0.77899
Training & Development (TD) 3.9788 0.76579
Performance Management System (PMS) 3.9716 0.83705

The average of PD (2.09) implies that the respondents are inclined to disagree with the high
hierarchy / authority distance, which means that there are not many toleration of power distance.
There is also a tendency of MAS (2.41) to the disagreement and the fact that traditionally male
(competitive/role-differentiated) values are supported weaker. Conversely, COL (4.04) is very
much in line with collectivist orientations (group harmony, in-group orientation). The surveyed
organizations have positive perceptions of these HR systems in both TD (3.98) and PMS (3.97).

4.4 Measurement Model
Table 5. Construct Reliability and Convergent Validity (Selected Constructs)

Construct Indicators (Loadings) CR AVE
Power Distance (PD) PD1 (0.823), PD5 (0.661), PD6 (0.758) 0.793 0.563
Collectivism (COL) COL2 (0.837), COL3 (0.816) 0.812 0.683
L MAS1 (0.798), MAS2 (0.827), MAS3 (0.841), MAS4 (0.860),
Masculinity (MAS) MAS5 (0.846) 0.920 0.697
- TD1 (0.786), TD2 (0.881), TD3 (0.760), TD4 (0.677), TD5
Training & Development (TD) (0.868), TD6 (0.832) 0.916 0.646
Performance Management System PMS1 (0.846), PMS2 (0.813), PMS3 (0.822), PMS4 (0.791), 0904 0653

(PMS) PMSS5 (0.765)

Each construct has acceptable internal consistency, with CR values of over 0.70, and convergent

validity is supported, with AVE values of over 0.50 on retained variables. The loading of items is
also largely satisfactory, with majority of indicators loading on their constructs of interest with a

strong level of loading. In general, the quality of measurement model is acceptable to continue to
structural hypothesis testing.
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4.5 Discriminant Validity

Table 6. Fornell-Larcker Criterion

COL MAS PD PMS TD
CcoL 0.827 0.040 -0.108 0.313 0.343
MAS 0.040 0.835 0.405 -0.159 -0.088
PD -0.108 0.405 0.750 -0.202 -0.173
PMS 0.313 -0.159 -0.202 0.808 0.712
TD 0.343 -0.088 -0.173 0.712 0.804

Discriminant validity is established because each construct’s diagonal value (VAVE) is higher
than its correlations with other constructs in the corresponding row/column. This indicates that
PD, COL, MAS, TD, and PMS are empirically distinct constructs in the measurement model.

Table 7. HTMT Ratio (Threshold < 0.85)

COL MAS PD PMS TD
CoL 0.103 0.179 0.451 0.491
MAS 0.103 0.543 0.175 0.101
PD 0.179 0.543 0.271 0.203
PMS 0.451 0.175 0.271 0.808
TD 0.491 0.101 0.203 0.808

All HTMT values remain below 0.85, supporting discriminant validity using a stricter modern
criterion. This confirms that the constructs are not excessively overlapping and are suitable for
structural model testing.

4.6 Structural Model (Hypothesis Testing)
Table 8. Hypothesis Testing

Hypothesis Relationship B f2 t p Decision
H1 PD — TD -0.074 0.028 1232 0.218 Not Supported
H2 PD — PMS -0.092 0.014 1405 0.160 Not Supported
H3 COL — TD 0.189  0.006 3262 0.001 Supported
H4 COL — PMS 0.214  0.008 3.159 0.002 Supported
H5 MAS — TD -0.048 0.002 0.787 0431 Not Supported
H6 MAS — PMS -0.119 0.014 1908 0.056 Supported (at 10% level)

Power Distance (PD) has negative and insignificant correlations with TD and PMS. In practice,
this implies that hierarchical distance does not have a significant influence on the
adoption/rejection of training systems and performance management in the Lahore IT-sector
context. The positive and statistically significant effects of collectivism (COL) on TD and PMS
suggest that the stronger the group-oriented values of the employees are, the higher the likelihood
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of perceiving training initiatives and performance systems as compatible/acceptable. The effect of
masculinity (MAS) on TD is not significant, but masculinity orientation has a negative impact on
acceptance of performance management practices (e.g., transparency of appraisal, feedback
routines, KPI-based evaluation) at the 10% significance level, which means that in certain teams,
stronger masculinity orientation can slightly decrease acceptance of performance management
practices.

5 Discussion

The research question explored in this paper is: Do individual cultural values (power distance,
collectivism and masculinity) determine the acceptance and perceived compatibility of two best
HRM practices: training and development (T&D) and performance management system (PMS) in
the IT industry of Lahore, Pakistan. The analysis also directly addresses the ancient convergence-
divergence dilemma in IHRM; whether HR activities can be universalized across situations
(convergence) or whether they need to respond to local cultural conditions (divergence).

On the whole, the structural outcomes demonstrate a selective cultural impact. The positive,
statistically significant relationship between collectivism and T&D, as well as between
collectivism and PMS, indicates that group-oriented value systems have a significant influence on
how employees perceive and adopt these practices. On the contrary, power distance and
masculinity have negative, yet non-significant correlations with T&D and PMS (with masculinity
having a weak/marginal negative correlation with PMS). Practically, the results suggest that IT
companies in Lahore can implement numerous global HR designs, yet they are to frame the
creation and delivery of T&D and PMS with respect to collectivism inclinations, particularly, the
social learning, evaluation, and feedback experience within a team.

5.1 Power distance and HR practices: why the effect is weak in Lahore IT

The findings indicate that there exists an inverse yet statistically insignificant relationship between
power distance and T&D as well as PMS. Ideally, power distance is a concept that embodies
acceptance of unequal power relations and hierarchical authority within organisations (Hofstede,
2001). The interpretation of a non-significant effect is possible in a manner that is realistic in the
contemporary IT industry, where project teams, fast coordination, and the ability to solve issues
through iterations are commonplace. Within these conditions, usefulness, clarity, and fairness can
be considered by employees as more important in T&D and PMS than hierarchy itself.

This is also consistent with the wider perspective of performance-management that there are some
core principles that travel across contexts such as goal clarity, continuous feedback and
development orientation that is more likely to be effective locally but performed in different ways
(Aguinis et al., 2012). Thus, the Lahore IT industry is possibly experiencing some sort of a biased
convergence: companies can introduce structured training systems and formal performance cycles
without the power distance becoming the main acceptance factor- as long as systems are perceived
as open and progressive.

5.2 Collectivism as the strongest cultural driver of T&D and PMS acceptance

The most powerful cultural value in this model is collectivism, which has positive and significant
association with T&D and PMS. In Hofstede cultural logic, collectivism focuses on in-group
harmony, loyalty and social acceptance which implies that work practices are frequently evaluated
in terms of their influence on relations and group performance (Hofstede, 2001).

Collectivist orientation may also enhance the acceptance of T&D in the IT sector where training
is viewed as team-enabling, as opposed to being individualistic. Employees can consider training
more legitimate and valuable when it enhances collective capability (shared tools, shared
standards, shared quality of delivery) and socially through peers and supervisors. Likewise,
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collectivism may enhance acceptance of PMS where appraisal and feedback is perceived as
equitable, respectful and socially balanced such as where appraisal is not associated with
humiliation, where collaborative contribution is honoured and where coaching and not just ranking
are used. This meaning aligns with cross-cultural performance appraisal research that
individualism/collectivism and power distance may influence who performs appraisal, the
feedback method, and what is considered fair.

This constitutes solid grounds to view the IHRM perspective as divergent (local adaptation):
although a company may bring in training and PMS templates as the best practices, collectivist
expectations must be adapted to the context in communication, participation structure and
performance evidence discourse. This is comparable to Pakistan-oriented HRM studies that reveal
that national/contextual factors may undermine pure headquarters transfer and push companies
towards local adjustment.

5.3 Masculinity: why competitive orientation may clash with PMS in knowledge
work

The results show that there is no significant relationship between masculinity and T&D, and a
negative weak/marginal relationship between masculinity and PMS. In the Hofstede model
masculinity is the inclination towards competition, achievement indications and assertiveness
whereas lower masculinity (greater feminine inclination) is more associated with cooperation and
quality-of-life (Hofstede, 2001).

One possible explanation within the context of Lahore IT is that training is typically considered as
a competence need in high-tech positions with need changing rapidly - thus even relatively
masculine oriented employees may not object to T&D as it has a direct positive impact on
employability and skill to perform tasks. However, PMS tends to be cultural when it is viewed as
a comparative ranking, winner loser labeling or extremely political reward allocation. In the
context of team-based software work, knowledge sharing and psychological safety are key to
learning-intensive performance, but overly competitive appraisal climates can cripple them. This
is the reason performance management thinking in the recent past has become more focused on
coaching, frequent check-ins and development-oriented feedback as opposed to annual ratings
alone (Aguinis et al., 2012).

5.4 What this means for convergence vs. divergence in Lahore IT

Collectively, the trend is an indication of a mixed solution to convergence-divergence. The low
role of power distance and masculinity previews that most HR systems in the IT industry of Lahore
could be adopted in the broadly standardized form (convergence tendency). Nonetheless, the high
collectivism effect points toward the enactment of culturally aligned performance (a divergence
tendency) to be successful. This combined logic is aligned with some IHRM evidence that
subsidiaries and local companies frequently demonstrate localisation, country-origin transfer, and
dominance/global best-practice strains and stressors, and not a single dominant pattern.

5.5 Practical implications for Lahore IT firms

In the case of Training and Development, the implications include that training architectures that
are visibly team-beneficial must be a priority in firms: peer learning, mentoring, communities of
practice, and project-based learning that enhances common standards of delivery. Training
positioning as a joint capability investment will tend to enhance involvement and diminish
objections in collectivist environments (Hofstede, 2001).

In the case of Performance Management Systems, the best implication is to make the PMS such
that it is felt as fair, respectful, and development-oriented. Structured one-on-ones, coaching
scripts and open goal alignment practices can maintain global performance in the spirit of global
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universals, whereas the manner of feedback delivery should be culturally sensitive to safeguard
face and relationships, a practice that complies with the principles of global performance
management but still demands local sensitivity.
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