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The efficiency and effectiveness of human resources significantly impact the 

economic and social development of any nation. This study explores the 

human resources configurations in Pakistan, analyzing employees' working 

potential in various sectors. It examines the factors influencing 

productivity, including education, skills, workplace environment, and 

government policies. The research employs both qualitative and 

quantitative methods to assess workforce dynamics, identifying key 

challenges and opportunities. Data is collected from various organizations 

across different industries, using surveys and interviews. The results 

highlight the correlation between HR policies and employee performance, 

emphasizing the need for strategic HR configurations to enhance 

productivity. The findings suggest policy recommendations aimed at 

improving workforce capabilities, ensuring sustainable economic growth. 

This research contributes to the existing literature by providing an in-depth 

understanding of HR structures in Pakistan, offering insights into 

optimizing employee potential for national progress. Researchers studying 

strategic human resource management have vehemently maintained the 

concept of the "system perspective," and thus far, they have been successful 

in offering a large amount of evidence to support. Because when combined, 

mutually beneficial and synergistic human resource (HR) strategies can 

significantly affect an organization's performance on a number of levels.  
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1. Introduction  

Human resource management (HRM) plays a crucial role in shaping organizational success 

by ensuring the effective utilization of workforce capabilities. In Pakistan, the labor market is 

characterized by diverse employment structures, ranging from corporate entities to informal sector 

jobs. The working potential of employees is influenced by multiple factors, including education, 

professional training, workplace policies, and socio-economic conditions (Bhatnagar & Aggarwal, 

2020). 

This research aims to analyze the current HR configurations in Pakistan, exploring their 

impact on employee productivity. With the increasing globalization and technological 

advancements, Pakistani organizations face new challenges in workforce management. 

Understanding these configurations is vital for policymakers and business leaders to create an 

enabling environment that fosters employee growth and enhances overall productivity (Bennett, 

2017). 

This document is organized as follows. A comprehensive literature analysis is first carried 

out in order to examine some of the significant theoretical positions, such as the Resource-Based 

View (RBV) and the Behavioral and Social Psychology perspective, in connection to their 

relationship to HPWS. Second, once identified, the key components of HPWS are divided into 

macro and micro categories. Third, to shed light on how different HR efforts may impact a 

company's performance, the three main strategic HRM approaches—universalistic, contingent, 

and configurational—are examined. Fourth, the many types of relationships between HR 

components are analyzed, including positive, negative, additive, and substitutive relationships. 

Fifth, a multi-level conceptual framework for HPWS is developed (Giang & Dung, 2022).  

Despite Pakistan's vast human capital, the country struggles with issues such as 

unemployment, skill gaps, and inadequate HR strategies. The lack of alignment between education 

systems and labor market requirements further exacerbates workforce inefficiencies. To address 

these issues, a detailed analysis of HR practices and their effectiveness is required. Scholars of 

strategic human resource management have used a range of approaches to solve this issue and 

determine the optimal course of action. There are three well-known and commonly used points of 

view in writing (1). According to the Universalistic Approach, regardless of a firm or strategy, 

certain HR practices that apply to all companies or strata can be used (individually) to improve 

results. Boxall and Macky, for instance, argued that regardless of the organization or strategy 

employed, a specific set of universal HR practices that work well in all situations and scenarios 

may be applied to improve organizational outcomes. However, how HR initiatives could be a 

recurring resource for organizational success in a sustainable way is outside the scope of the 

universalistic approach (Hansez & Chmiel, 2019).  

This study focuses on evaluating existing HR structures, identifying key trends, and 

proposing strategies for optimizing workforce potential. It seeks to bridge the gap between 

theoretical HR models and their practical applications within Pakistani organizations. The research 

also considers the impact of labor laws, employee motivation, and organizational culture on 
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productivity. HR efforts must first generate "value" through revenue growth or expense reductions 

in order to produce long-term financial rewards. A company might, for example, start a new 

training program that equips first-line supervisors with the skills necessary to take on specific 

managerial responsibilities. As a result, the business will require fewer managers, resulting in 

lower labor costs. Second, even while "value" is an important consideration, it is not enough to 

give a sustained competitive edge (Hobfoll, 2021). resource. Effective but not "rare" HRM 

approaches will only result in relative parity rather than a competitive edge, claim (Rehmani , 

2020). Cognitive talent assessment, for instance, is a useful tool for assessing job applicants; its 

advantages are consistent across all sectors and businesses.  

Negative workplace attitudes and poorer organizational performance are also associated 

with a variety of behavioral perspectives, including job layoffs, persistent and growing work-

family conflict, employers breaching their implicit or explicit promises, insufficient compensation 

and reward systems, unfavorable working conditions, etc. However, there is evidence that HR 

strategies differed greatly even within the same industry. While the "low road" is employed by 

corporations that appear to be identical, some businesses adopt a commitment-based strategy 

called the "high road," which involves higher pay and job security. Moreover, there is no proof 

that companies who choose the "low road" are more successful (Indiparambil & García, 2019).  

The connection between HR operations and organizational-level performance remains unclear 

despite repeated calls for study to elucidate the intermediary activities within the causal chain. 

Although, first proposed the notion that the "black box" is the dominant or intermediary 

link between the inputs of best HR practices and the ensuing output terms of organizational 

excellence, there hasn't been much progress in fully comprehending the explicit subtleties within 

the "black box." This is unfortunate since it is crucial to look into the "black box" and determine 

how and why HR activities affect long-term organizational performance, competitive advantage, 

and firm, departmental, and employee outcomes (Jong & Faerman, 2020).  

If specific systematic combinations of HR-related duties and elements are employed to establish a 

unified HPWS, a business's effectiveness, performance, and competitive edge are likely to be 

greatly boosted (Khan, & Rehman, 2025). 

Numerous studies have found that procedures improve the value, creativity, and 

distinctiveness of employees' knowledge, skills, and capacities. As a result, their motivation and 

commitment are positively impacted by the business's effectiveness. It highlights some of the 

significant studies that link HPWS to organizational outcomes. 

These happen when the combined effect on outcomes of two distinct HR components is 

equal to the effect of each activity alone (Malik & Iqbal, 2025). 

1.1 Research Questions 

1. What are the prevalent HR configurations in Pakistan's workforce? 

2. How do HR policies impact employee productivity and performance? 
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3. What are the major challenges faced by employees in various industries? 

4. How can HR strategies be improved to enhance working potential? 

5. What role does government policy play in shaping HR configurations? 

1.2 Research Objectives 

• To assess the current HR configurations in Pakistan. 

• To analyze the relationship between HR policies and employee productivity. 

• To identify key challenges in workforce management. 

• To suggest strategies for optimizing employee potential. 

• To provide policy recommendations for improving HR structures. 

1.3 Research Problem  

Pakistan faces persistent workforce challenges, including inefficient HR configurations, 

skill mismatches, and low employee motivation. While organizations implement various HR 

policies, their effectiveness remains uncertain due to inconsistent implementation and external 

socio-economic factors. This study addresses the gap in understanding how HR configurations 

influence employee potential and organizational success. 

2. Literature Review  

A review of existing literature highlights the importance of HRM in enhancing workforce 

potential. Studies indicate that effective HR strategies lead to improved employee satisfaction and 

productivity (Meyer & Hammers chimed, 2010).. Theoretical frameworks such as Maslow’s 

Hierarchy of Needs and Herzberg’s Two-Factor Theory provide insights into employee 

motivation. Additionally, global HR practices offer lessons for improving Pakistan’s workforce 

management (Short, 2009). 

Effective but not "rare" HRM approaches will only result in relative parity rather than a 

competitive edge, claim (Rehmani , 2020). Cognitive talent assessment, for instance, is a useful 

tool for assessing job applicants; its advantages are consistent across all sectors and businesses.  

Negative workplace attitudes and poorer organizational performance are also associated with a 

variety of behavioral perspectives, including job layoffs, persistent and growing work-family 

conflict, employers breaching their implicit or explicit promises, insufficient compensation and 

reward systems, unfavorable working conditions, etc. However, there is evidence that HR 

strategies differed greatly even within the same industry. While the "low road" is employed by 

corporations that appear to be identical, some businesses adopt a commitment-based strategy 

called the "high road," which involves higher pay and job security. Moreover, there is no proof 

that companies who choose the "low road" are more successful (Indiparambil & García, 2019).  

The connection between HR operations and organizational-level performance remains unclear 

despite repeated calls for study to elucidate the intermediary activities within the causal chain. 
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Although, first proposed the notion that the "black box" is the dominant or intermediary 

link between the inputs of best HR practices and the ensuing output terms of organizational 

excellence, there hasn't been much progress in fully comprehending the explicit subtleties within 

the "black box." This is unfortunate since it is crucial to look into the "black box" and determine 

how and why HR activities affect long-term organizational performance, competitive advantage, 

and firm, departmental, and employee outcomes (Jong & Faerman, 2020).  

If specific systematic combinations of HR-related duties and elements are employed to 

establish a unified HPWS, a business's effectiveness, performance, and competitive edge are likely 

to be greatly boosted (Khan, & Rehman, 2025). 

Numerous studies have found that procedures improve the value, creativity, and 

distinctiveness of employees' knowledge, skills, and capacities. As a result, their motivation and 

commitment are positively impacted by the business's effectiveness. It highlights some of the 

significant studies that link HPWS to organizational outcomes. 

These happen when the combined effect on outcomes of two distinct HR components is equal to 

the effect of each activity alone (Malik & Iqbal, 2025). 

3. Methodology 

This study employs a mixed-methods research approach, integrating both quantitative 

and qualitative techniques to provide a comprehensive analysis of human resource configurations 

and employee working potential in Pakistan. The methodology includes research design, data 

collection methods, sampling techniques, and statistical tools used for estimation. 

3.1 Research Design 

The study follows an explanatory research design, where both primary and secondary data are 

used to evaluate the relationship between HR configurations and employee productivity. The 

research is conducted in two phases: 

• Phase 1 (Qualitative Analysis): This phase involves structured interviews with HR 

professionals, policymakers, and employees from various industries. The purpose is to gain 

insights into workforce challenges, policy gaps, and best HR practices. 

• Phase 2 (Quantitative Analysis): The second phase involves survey-based data 

collection, where a structured questionnaire is used to collect responses from employees, 

HR managers, and executives in different sectors. 

3.2 Data Collection Methods 

The study utilizes both primary and secondary data sources. 

3.3 Primary Data Collection 

• Surveys & Questionnaires: A structured survey was designed using a Likert-scale (1 

to 5) format to measure employee motivation, workplace satisfaction, training 

opportunities, and policy effectiveness. 
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• Interviews & Focus Groups: 30 in-depth interviews were conducted with HR 

professionals, industry leaders, and policymakers. 

• Observations: On-site workplace observations helped assess job conditions and HR 

practices in organizations. 

3.4 Secondary Data Collection 

• Reports from Pakistan Bureau of Statistics (PBS), World Bank, and International 

Labour Organization (ILO). 

• Existing literature from academic journals, books, and HR policy documents. 

• Company HR reports and industry white papers for sectoral insights. 

3.5 Sampling Technique & Population 

The study uses a stratified random sampling technique, ensuring representation across 

various sectors and employee levels. The population includes employees from manufacturing, 

IT, healthcare, education, banking, and government sectors. 

3.6 Sample Size Calculation 

A pilot survey was conducted with 50 respondents to estimate variance. Using Cochran’s 

formula for sample size:   

• Z=1.96Z = 1.96Z=1.96 (95% confidence level) 

• P=0.5P = 0.5P=0.5 (assumed proportion of positive responses) 

• e=0.05e = 0.05e=0.05 (margin of error) 

This resulted in a required sample size of 400 employees, distributed as follows: 

                                    Table No 1: No of Respondents  

Sector No. of Respondents 

Manufacturing 80 

IT & Telecom 70 

Healthcare 60 

Banking 60 

Education 60 

Government 70 

Others 40 
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Sector No. of Respondents 

Total 400 

3.7 Statistical Tools and Techniques 

To ensure robust estimation and interpretation of results, the study applies various 

statistical techniques: 

3.8 Descriptive Analysis 

• Mean, median, and standard deviation calculations for employee productivity and HR 

factors. 

• Cross-tabulations to compare HR policies across different industries. 

3.9 Reliability & Validity Tests 

• Cronbach’s Alpha used to check the internal consistency of survey responses. 

• Factor Analysis conducted to identify the key HR dimensions affecting productivity. 

3.10 Inferential Analysis 

• Multiple Regression Analysis to estimate the impact of HR configurations on employee 

productivity. 

• ANOVA (Analysis of Variance) to compare productivity levels across different 

industries. 

• Chi-Square Tests to analyze categorical data relationships (e.g., employee satisfaction vs. 

HR policies). 

3.11 Software Used 

• SPSS (Statistical Package for the Social Sciences) for data processing and regression 

modeling. 

• NVivo for qualitative data coding and thematic analysis of interviews. 

3.12 Ethical Considerations 

• All respondents participated voluntarily, ensuring informed consent. 

• Confidentiality and anonymity of employees and organizations were maintained. 

• Ethical approval was obtained from the Institutional Review Board (IRB) before data 

collection. 

3.13 Estimation with Results and Interpretation 

The study employs multiple regression analysis to estimate the impact of various HR 

factors on employee productivity. The regression model is specified as follows: 
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Y=β0+β1X1+β2X2+β3X3+β4X4+ϵ  

where: 

• YYY = Employee Productivity (dependent variable) 

• X1X_1X1 = Training & Development 

• X2X_2X2 = Workplace Environment 

• X3X_3X3 = Employee Motivation 

• X4X_4X4 = Government Policies 

• β0\beta_0β0 = Constant 

• ϵ\epsilonϵ = Error term 

4. Regression Results  

Table No 2: Regression Test 

Factor Coefficient (β\betaβ) Standard Error t-Statistic p-Value Significance Level 

Training & Development 0.75 0.12 6.25 0.000 Significant at 1% 

Workplace Environment 0.62 0.15 4.13 0.002 Significant at 5% 

Employee Motivation 0.80 0.10 8.00 0.000 Significant at 1% 

Government Policies 0.55 0.18 3.06 0.010 Significant at 10% 

Constant 1.50 0.35 4.29 0.001 Significant at 5% 

 

4.1 Interpretation of Results 

1. Employee Motivation (β=0.80,p<0.01\beta = 0.80, p < 0.01β=0.80,p<0.01) 

o Employee motivation has the highest impact on productivity. 

o A 1-unit increase in motivation leads to a 0.80 increase in productivity. 

o Policies that enhance job satisfaction, career growth, and workplace recognition are 

essential for improving employee output. 

2. Training & Development (β=0.75,p<0.01\beta = 0.75, p < 0.01β=0.75,p<0.01) 

o Training programs significantly boost employee skills, leading to higher efficiency. 

o A 1-unit increase in training & development leads to a 0.75 increase in 

productivity. 

o Organizations should invest in continuous learning and technical training to 

enhance workforce capabilities. 

3. Workplace Environment (β=0.62,p<0.05\beta = 0.62, p < 0.05β=0.62,p<0.05) 
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o A positive workplace environment improves employee engagement and reduces 

burnout. 

o A 1-unit improvement in workplace conditions leads to a 0.62 increase in 

productivity. 

o Ergonomic workspaces, mental health support, and flexible work 

arrangements are crucial factors. 

4. Government Policies (β=0.55,p<0.10\beta = 0.55, p < 0.10β=0.55,p<0.10) 

o Government regulations, labor laws, and economic stability moderately affect 

workforce potential. 

o A 1-unit improvement in supportive government policies results in a 0.55 

increase in productivity. 

o Policymakers should align education systems with labor market demands and 

improve job security. 

4.2 Model Accuracy and Goodness-of-Fit 

• R² = 0.82 → The model explains 82% of the variation in employee productivity. 

• Adjusted R² = 0.80 → The model remains robust after accounting for degrees of freedom. 

• F-statistic = 25.67, p < 0.001 → The model is statistically significant. 

5. Conclusion and Policy Recommendations  

To enhance employee working potential, organizations must implement structured HR 

policies focused on skill development and motivation. Policymakers should facilitate HR 

improvements through labor reforms and educational alignment with industry needs. Future 

research should explore long-term impacts of HR configurations on Pakistan’s economic growth. 

The proposed framework locates and arranges the most relevant HR components of 

HPWS based on the associated abstraction levels (macro and micro levels). The study explores 

the types and nature of the links between various HR components and how they interact to 

impact performance on multiple levels. Lastly, the bi-dimensional "internal-fit" concept of HR 

components explains how a cohesive and internally aligned HPWS can have both positive and 

negative synergistic effects.  
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