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Abstract: The objecƟ ve of the study is to invesƟ gate the contextual characterisƟ cs of BRICS countries on 
Human Resource Management (HRM) policies and pracƟ ces. For that we used secondary data analysis, such 
as reports, journals, and newspapers. Data is organized in order to provide logical support for the arguments 
presented. The main fi ndings relate insƟ tuƟ onal environment characterisƟ cs from the educaƟ on system 
and labour market with: (i) recruitment and selecƟ on pracƟ ces; (ii) remuneraƟ on systems; (iii) training and 
development pracƟ ces. 
Key words: BRICS; remuneraƟ on systems; recruitment and selecƟ on; training and development.
Resumo: O objeƟ vo do estudo é comparar as caracterísƟ cas contextuais dos países dos BRICS sobre as 
políƟ cas e práƟ cas de Gestão de Recursos Humanos (HRM). Para tal, a análise de dados secundários, 
como relatórios, revistas e informes acadêmicos foi organizada para dar suporte lógico aos argumentos. As 
conclusões relacionam caracterísƟ cas do ambiente insƟ tucional do sistema de ensino e mercado de trabalho 
com: (i) práƟ cas de recrutamento e seleção; (ii) sistemas de remuneração; (iii) ações de treinamento e 
desenvolvimento.
Palavras-chave: BRICS; sistemas de remuneração; recrutamento e seleção; treinamento e desenvolvimento.
Résumé: L’objecƟ f de l’étude est de rechercher les caractérisƟ ques contextuelles des pays du BRICS sur la 
GesƟ on des Ressources Humaines (HRM) poliƟ ques et praƟ ques. Ce que nous avons uƟ lisé pour l’analyse 
des données secondaires, tels que les rapports, revues et journaux. Les données sont organisées dans le 
but de fournir un souƟ en logique pour les arguments présentés. Les principales conclusions concernent 
caracterísƟ cas de l’environnement insƟ tuƟ onnel du système éducaƟ f et du marché du travail avec: (i) 
praƟ ques de recrutement et de sélecƟ on; (ii) systèmes de rémunéraƟ on; (iii) praƟ ques de formaƟ on et de 
développement.
Mots clés: BRICS; systèmes de rémunéraƟ on; recrutement et sélecƟ on; la formaƟ on et le développement.
Resumen: El objeƟ vo del estudio es invesƟ gar las caracterísƟ cas contextuales de los países BRICS en políƟ cas 
y prácƟ cas de GesƟ ón de Recursos Humanos (HRM). Para eso se uƟ lizó el análisis de datos secundarios, 
como informes, revistas y periódicos. Los datos se organizan para provenir apoyo lógico a los argumentos 
presentados. Las principales conclusiones relacionan caracterísƟ cas del sistema educaƟ vo y mercado de 
trabajo con: (i) prácƟ cas de reclutamiento y selección; (ii) sistemas de remuneración; (iii) prácƟ cas de 
formación y desarrollo.
Palabras clave: BRICS; sistemas de remuneración; reclutamiento y selección; formación y desarrollo.

1 INTRODUCTION

It is generally agreed that Human Resource Management (HRM) policy and pracƟ ces are 
infl uenced by contextual factors, such as poliƟ cal, legal, technological, insƟ tuƟ onal and social 
frameworks (KHAVUL; BENSON; DATTA, 2010; LENGNICK-HALL et al., 2009). The contextual 
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approach takes a fresh look at the relaƟ onship between HRM, by considering the importance of 
environmental factors as the infl uence of public administraƟ on, trade unions, and the incidence 
of social and insƟ tuƟ onal infl uences in people management (BREWSTER; MAYRHOFER, 2012). 

Resource availability and the dynamic nature of the environment and its level of complexity 
are recognised as having an infl uence on management pracƟ ces and, consequently, on company 
performance (MORISHIMA, 1995). So the way organizaƟ ons manage their human resources is 
insƟ tuƟ onally rooted in naƟ onal contexts and socially incorporated (MATTEN; GEPPERT, 2004). 
According to Brewster, Wood, and Brookes (2008), it seems there is no global consensus of best 
pracƟ ces in the human resources area, although there is some similarity between such pracƟ ces. 

Conversely, the working policies and pracƟ ces organizaƟ ons adopt may boost their 
compeƟ Ɵ ve advantage and this consequently has an impact on naƟ ons themselves, because this 
may, or may not contribute to more compeƟ Ɵ ve companies. This becomes especially relevant for 
emerging countries (BUDHWAR; DEBRAH, 2003; LAWLER et al., 1995; STOREY; WRIGHT; ULRICH, 
2009; TESSEMA; SOETERS, 2006) in order to face up to their development challenges.

An understanding of these relaƟ onships in emerging countries is also moƟ vated by the 
lack of support provided by the HRM constructs coming from tradiƟ onal Anglo-Saxon models, 
which seem not to deal with the impact of globalizaƟ on on the reality of each of these countries 
(PRAHALAD; BHATTACHARYYA, 2011). Budhwar and Debrah (2001) also stress that management 
in these countries is ineff ecƟ ve and outdated and this denotes a barrier to good organizaƟ onal 
results. These analyses can be applied to the BRICS group of emerging countries (Brazil, Russia, 
India, China and South Africa) (WILSON; PURUSHOTHAMAN, 2003), but there are very few 
academic publicaƟ ons comparing these regions (MOSTAFA; MAHMOOD, 2015). This is especially 
noƟ ceable when dealing with studies that focus on Human Resource Management (HRM) in 
the BRICS (GARAVAN et al., 2012). We intent to contribute to this gap with the comparison of 
contextual characterisƟ cs on BRICS as dissimilariƟ es impact HRM pracƟ ces.

Considering that comparaƟ ve knowledge of HRM pracƟ ces in these countries is sƟ ll in 
its early stages, the objecƟ ve of this study is to invesƟ gate the contextual characterisƟ cs of 
countries belonging to the BRICS group, by idenƟ fying their relaƟ onships with each Human 
Resource Management policies and pracƟ ces. StarƟ ng with a contextual approach, the aim is to 
develop a comparaƟ ve study that highlights the consistent insƟ tuƟ onal and cultural structures 
and how they interfere in their own environment (IGNJATOVIĆ; SVETLIK, 2003). As known, there 
is a synergeƟ c eff ect of HRM elements and its context that may create compeƟ Ɵ ve advantages 
for both companies and naƟ ons (MORISHIMA, 1995). Lawler et al. (1995) draw aƩ enƟ on to the 
lack of cross-secƟ onal studies comparing HRM within emerging country contexts. So we aim 
in this study to expand the discussion about labour markets and labour force training in BRICS 
countries and compeƟ veness. We consider that the laƩ er depends on each country’s producƟ on 
system and innovaƟ on capacity and also on the challenge of creaƟ ng and developing human 
capital capable of meeƟ ng the demands generated by globalized processes.

2 LITERATURE REVIEW

ComparaƟ ve studies on HRM are tradiƟ onal on the fi eld, and have been studied from several 
perspecƟ ves, considering contextual infl uences on people management. Maurice (1986) provided 
new angles for analysing HRM in “The social foundaƟ ons of industrial power – a comparison of 
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France and Germany”. Based on a comparaƟ ve insƟ tuƟ onal study, the author invesƟ gates the 
relaƟ onship between environment and companies. He shows that organizaƟ onal forms and 
pracƟ ces, qualifi caƟ on, structure and the organizaƟ on of society are interdependent. 

Whitley (1999) explains this interdependence from insƟ tuƟ onal perspecƟ ve. Countries with 
an environment characterized by lack of confi dence in their formal insƟ tuƟ ons, a State indiff erent 
to private companies and distant from them and a scarcity of fi nancial resources available for long-
term commitments rarely foster the construcƟ on of organizaƟ onal capabiliƟ es as a compeƟ Ɵ ve 
strategy. As a consequence, those companies’ human resources, tools and technologies might 
be easily acquired and disposed of by organizaƟ onal and people management rouƟ nes that are 
staƟ c and very complex.

On the other hand, in a context in which there is access to fi nancing and technical 
interchange, developments are achieved in society by state agencies limiƟ ng the predatory price 
compeƟ Ɵ on of large companies and by trade unions being strong enough to prevent companies 
from introducing strategies that allow for fl exibility in staff  numbers; both have a direct impact 
on the type of recruitment and the subsequent organizaƟ onal investment in employees. There 
is also encouragement to improve quality and incremental innovaƟ on Training systems are high 
quality with a lot of incenƟ ves for both individuals and employers since they are able to improve 
their technical skills (WHITLEY, 1999), thus making it possible to orchestrate career plans and 
retain talent in organizaƟ ons.

HRM, therefore, is found at the interface between the labour market environment and 
people management within organizaƟ ons. It deals with employment policies, pracƟ ces and 
employee recruitment, selecƟ on, development and retenƟ on acƟ viƟ es (BOXALL; PURCELL, 2011). 
So the theoreƟ cal review focuses on HRM based on the contextual paradigm, because we choose 
to carry out an exploratory study. There is no interest in tesƟ ng hypotheses, but in searching for 
direct discoveries and future proposals.

Applying a contextual paradigm of HRM in the BRICS countries 

The contextual HRM approach makes an important modifi caƟ on from the managerial point 
of view, because it seeks for a global understanding of what is unique and diff erent in various 
environments (BREWSTER; MAYRHOFER, 2012; BREWSTER; WOOD; BROOKES, 2008; MARTÍN-
ALCÁZAR; ROMERO-FERNÁNDEZ; SÁNCHEZ-GARDEY, 2005). Prior studies involving BRICS countries 
are concentrated on (i) the impact of globalizaƟ on process and company compeƟ veness; (ii) 
interdependence between the naƟ onal business context and HRM; and (iii) diff erences and 
similariƟ es between the human resource pracƟ ces among developed and developing countries. 
However, a comparaƟ ve approach on HRM is lacking.

According to Marơ n-Alcázar, Romero-Fernández e Sánchez-Gardey (2005), the external 
environment infl uences and is infl uenced by the HRM system. In other words, labour market 
condiƟ ons infl uence the choice made by the HRM department with regard to recruiƟ ng either 
internally or externally (AYCAN, 2005). Likewise, a context that comprises a large populaƟ on is 
not synonymous with high indices of qualifi ed candidates available for selecƟ on processes. For 
this to be possible there is need for an effi  cient educaƟ on system operaƟ ng in the insƟ tuƟ onal 
environment (LUNDVALL; et al., 2002). Recruitment through informal channels occurs more 
frequently in countries with a limited workforce supply (AYCAN, 2005). 
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In research about the educaƟ onal background in the BRICS, Chaudhary et al. (2012) point 
out that for economists the diff erence between developed countries and developing countries 
in the 19th century was reinforced by, if not caused by sustained investment growth in human 
capital. Therefore educaƟ onal quality, especially at the higher level, and training are crucial for 
consƟ tuƟ ng the producƟ on value chain, since they impact producƟ on processes. Only a qualifi ed 
labour force is capable of undertaking complex tasks and adapƟ ng quickly to the changing 
environment (BECKER; TOMES, 1994; SCHULTZ, 1961). 

Competences developed by educaƟ on and training systems external to organizaƟ ons will only 
be valued once they are allocated and used to fulfi l the needs of an effi  cient and fl exible labour 
market. This means that professionals may quickly migrate from one economic acƟ vity to another 
at liƩ le cost and reduced impact on wage fl uctuaƟ ons (CARNEIRO; ALMEIDA, 2008; KAPLAN, 2009). 

Both the educaƟ on system and labour market are infl uenced by the innovaƟ on level 
that is developed within the insƟ tuƟ onal context. This arises from new knowledge, especially 
technological knowledge, which is why it is related to know-how, skills and organizaƟ ons’ working 
condiƟ ons. In their turn these organizaƟ ons may provide an innovaƟ ve environment, especially 
with investment in research and development (WIR, 2014). Freeman (1995) argues that low 
innovaƟ on levels can be explained by factors such as ineff ecƟ ve educaƟ onal systems for training 
engineers and professionals, low investment in research and development, low levels of scienƟ fi c 
producƟ on and technology transfer, and weak relaƟ onships with industry.

We can see how educaƟ on systems, training, labour market and innovaƟ on systems are 
complementary aspects, in view of the fact they are able to infl uence organizaƟ onal results, 
since they are the consƟ tuent elements of the insƟ tuƟ onal environment to which they belong. 
In this sense, and based on producƟ vity comparisons in Europe, Brewster, Wood and Brookes 
(2008) state that factors that aff ect producƟ vity include exposure, the stock of human capital and 
private investment in training and innovaƟ on. Nelson (2006) concludes that quality educaƟ on 
and pro-innovaƟ on policies can sƟ mulate environments with high innovaƟ ve performance. 

Another important contextual aspect to be considered by HRM is employee compensaƟ on. 
Menezes-Filho, Fernandes, and Piccheƫ   (2006) believe that salary variances in populaƟ on are 
proporƟ onal to diff erences in educaƟ on, since they recognise a posiƟ ve link between both. 
Despite this, we might consider the existence of legal pronouncements that have a bearing on 
remuneraƟ on in the BRICS countries, since they provide evidence of the peculiariƟ es established 
by the insƟ tuƟ onal environment in HRM pracƟ ces.

3 RESEARCH METHODOLOGY

This study uses a qualitative, descriptive, exploratory and integrative approach 
(WAHEEDUZZAMAN, 2011) and accesses secondary sources for contextually composing HRM 
informaƟ on about the BRICS group. To carry out the contextual analysis we decided to use 
World Economic Forum Global CompeƟ Ɵ veness Index indicators (SHWAB, SALA-I-MARTIN, 2013; 
SCHWAB, 2015) and data from the BRICS Joint StaƟ sƟ cal PublicaƟ on (BRICS, 2014), because 
they integrate several managerial elements of the micro and macro environment. WEF report 
(SHWAB, SALA-I-MARTIN, 2013; SCHWAB, 2015) is widely recognized by academics and poliƟ cal 
decision-makers (MOSTAFA; MAHMOOD, 2015). The WEF report considers 12 pillars formed by 
several indicators to provide a general comparaƟ ve perspecƟ ve of the economic and corporate 
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potenƟ al of diff erent parƟ cipant countries. BRICS (2014) is the fi Ō h ediƟ on of a joint iniƟ aƟ ve 
from BRICS to consolidate data about these economies.

These indicators will be dealt with interdependently in the process of data analysis, since 
they mutually reinforce each other (KOVAČIČ, 2011; MARTIN, 2012). Previous comparaƟ ve 
studies about the BRICS also used this same data as a way of interpreƟ ng and presenƟ ng results 
(AGGARWAL, 2013; HEINZ; TOMENENDAL, 2012; MOSTAFA; MAHMOOD, 2015).

4 BRICS BUSINESS CONTEXT

Between 2000 and 2012, the BRICS were responsible for 30% of global gross domesƟ c 
product (GDP) growth. By 2050 the GDP of this group, plus Mexico, Indonesia and Turkey will 
probably be 50% bigger than the current G7’s GDP (HEINZ; TOMENENDAL, 2012). BRICS are 
considered to be markets in expansion, since they have been gradually opening up to more 
liberal economic regimes and deregulaƟ on of their economic acƟ vity (WRIGHT; VAN DE VOORDE, 
2009). These characterisƟ cs, allied with a large consumer market and labour force, favour a rise in 
mergers and acquisiƟ ons’ acƟ vity and the seƫ  ng up of subsidiaries by mulƟ naƟ onal companies, 
even though these countries suff er from a higher level of environmental uncertainty and weaker 
legal systems (FARASHAHI; MOLZ, 2004; SCOTT-KENNEL; SALMI, 2008) compared to developed 
countries, which makes an understanding of context even more important when analysing their 
human resource pracƟ ces.

Since HRM is strongly aff ected by naƟ onal context, companies in diff erent market economies 
adopt diff erent approaches when managing people (FARNDALE; BREWSTER; POUTSMA, 2008). 
These macro environmental eff ects on human resource pracƟ ces have already been shown 
empirically. Zhu, Cooper, Thomson, De Cieri, and Zhao (2013) found there to be a posiƟ ve 
relaƟ onship between changes in the business environment, the funcƟ oning of the labour market 
and the use of people selecƟ on and retenƟ on pracƟ ces. The environmental indicators of the 
BRICS countries are shown in Table 1 and are the basis for our context analysis. 

Table 1  – BRICS contextual indicators
Index

Institutional Context Source Year BRAZIL RUSSIA INDIA CHINA
SOUTH 
AFRICA

Global Competitiveness Index/Position (2) 2014 4.33/56 4.25/64 4.28/60 4.84/29⁹ 4.37/53
Unemployment Rate (1) 2012/2013 6.10 5.50 5.30 4.10 25.10
Per capita GDP (current prices/US$) (1) 2013 11,171 14,604 1,518 6,768 7,810¹
Share of number of employed persons of the 
secondary industry to total employed persons (%)

(1) 2012 14. 20.2 24.3 30.3 21.

Growth rate of average annual real wage (%) (1) 2012 5.8 5.30² nd 9. nd
Household expenditure on education, culture and 
entertainment (%) . (1) 2012 4.10³ 8.2 nd 12.70² ⁴ 6.60⁵
Number of Internet users per 1 000 inhabitants (1) 2012 492 553 172² 458² 101⁸
Illiteracy rate % (urban) (1) 2012 8.7 0.55⁶ 14. 3.⁷ 18.20¹
(1) BRICS Joint Statistical Publication 2014 (2) The Global Competitiveness Index 2014-2015

CapƟ ons in Figure 1: ¹2011, ²2013, ³2009, ⁵2006, ⁶2000, ⁸2010, ⁴refer to urban populaƟ on, ⁷World Development 
Indicators/EducaƟ on compleƟ on and outcomes, ⁹excl. Hong Kong.

Based on a compeƟ veness defi niƟ on that considers the income increase of the populaƟ on 
as being essenƟ al (WAHEEDUZZAMAN, 2011), analysis of the data in Table 1 shows that China 
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surpasses countries like Brazil and Russia in its real growth rate in salaries and occupies the 29th 
posiƟ on in the global compeƟ Ɵ veness index ranking. This is a considerable feat, since the next 
BRICS economy, which is South Africa, lies 53rd in the ranking. 

Unemployment rates are around 4 - 6%, with the excepƟ on of South Africa with its 25% 
rate. But when we consider employment in industry, once again China disƟ nguishes itself with 
30%, pracƟ cally double the fi gure for the last placed country in the ranking, which is Brazil with 
14%. Despite this, Brazil has the second biggest GDP per capita ($11,171), only exceeded by 
Russia ($14,604). 

Generally speaking, a substanƟ al investment in training and development acƟ viƟ es is 
indicaƟ ve of a low level of professional qualifi caƟ on resulƟ ng from the formal educaƟ on system 
(WRIGHT; VAN DE VOORDE, 2009). Moreover, in countries in which there is a scarcity of competent 
labour, organizaƟ ons direct higher investments to training and development programmes in order 
to aƩ ract the best candidates (AYCAN, 2005; GROSSMAN; HELPMAN, 1991). 

We observe a great variaƟ on in illiteracy indicators among the BRICS countries. While Russia 
has the most favourable score (0.55), South Africa and India have the highest levels of illiteracy 
(18% and 14% respecƟ vely), revealing not only the heterogeneity between the BRICS, but also 
poinƟ ng to the challenges faced by companies located in those environments in their search for 
qualifi ed people and ways of retaining them (table 1).  

Considering HRM to be a product of the business environment (BJÖRKMAN; FEY; PARK, 
2007; BREWSTER; WOOD; BROOKES, 2008), the next topic examines how HRM pracƟ ces are 
operaƟ onalized given the cultural and insƟ tuƟ onal peculiariƟ es of each component of the BRICS 
group.

4.1 HRM context in the BRICS countries  

The indicators in Table 2 are related to HRM in the BRICS countries. They show the ‘share 
of public spend on educaƟ on’, ‘higher educaƟ on and training’, ‘labour market effi  ciency’ and 
the ‘innovaƟ on’ indicators.

Table 2 – Human resource indicators of the BRICS countries

Local HR indicators Source Year BRAZIL RUSSIA INDIA CHINA
SOUTH 
AFRICA

Share of public spend on education as % of GDP (1) 2012/2013 5.3 4.3 3.3 4.3 6.8
Higher Education and Training (2) 2013/2014 4.22/72 4.66/47 3.88/91 4.23/70 3.94/89
Labor Market efficiency (2) 2013/2014 4.13/92 4.31/72 4.08/99 4.63/34 3.93/116
Innovation (2) 2013/2014 3.42/55 3.13/78 3.62/41 3.89/32 3.64/39
(1) BRICS Joint Statistical Publication 2014
(2) The Global Competitiveness Index 2014-2015

These data support the analysis of the consƟ tuent elements of HRM in the BRICS countries 
analysed in this study and presented in the following topics.

4.1.1 Labour Market and HRM in the BRICS countries

We see an alignment in Brazil between labour market indicators (4.13) and higher educaƟ on 
and training (4.22), showing that the country’s insƟ tuƟ ons are performing at a median level. 
These data are coherent with the argument put forward in the work of Ricardo, Costa, and 
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Ferreira (2013), who classify specialist labour in the labour market in the country as being scarce. 
Furthermore, those professionals who have special competences are being head-hunted by 
other countries, especially the Europeans. Finally, the unemployment rate has remained low 
over recent years, which sharpens the dispute for good professionals. 

Employment and labour practices in Russia are fairly homogenous, even after the 
transiƟ on of the economic regime, which weakened state regulaƟ on over company policies. 
Public investment in educaƟ on (4.30) is similar to the higher educaƟ on and training indicator 
(4.66), since all of the indicators seem to point to a parƟ ally good quality level. Since people 
selecƟ on processes are carried out by line managers who are seeking to fi ll gaps as quickly as 
possible regardless of HRM guidelines (BIZYUKOV, 2005; SHULZHENKO, 2012), it is possible that 
they choose insuffi  cient professionals with adequate qualifi caƟ ons to fi l the posiƟ ons. In this 
environment the ones who stand out from a mass of mediocre candidates who come from an 
average educaƟ onal system may profi t from higher remuneraƟ on.

Cultural values in India weigh heavily on human resource pracƟ ces (WRIGHT; VAN DE 
VOORDE, 2009), including the placing of people in the labour market. The caste people are 
born into determines their social strata, which has both an explicit and implicit impact on 
the recruitment and selecƟ on of people. This possibly explains the fact that among the BRICS 
countries, India makes the smallest public investment percentage-wise in educaƟ on (3.30), in 
higher educaƟ on (3.88) and in training (4.08). 

On the other hand, the labour market effi  ciency indicator for China is the highest among 
the BRICS countries (4.63), but the quality of the workforce available is not as great as its volume. 
This explains part of the scarcity of competences, which drives the use of pracƟ ces for retaining 
professionals (CAI; MORRIS; CHEN, 2011). This characterisƟ c may also be a remnant of the past, 
since during the Marxist regime period job generaƟ on was theoreƟ cally the responsibility of the 
Chinese government, which had to allocate all graduates into the labour market. Therefore, the 
Chinese concept of career was defi ned and directed by the State (ZHOU; ZHANG; LIU, 2012).

For Bernstein (2011), one of the main challenges to the economic growth of South Africa 
depends on reconciling high labour standards with the development of qualifi caƟ ons, good 
remuneraƟ on and a protecƟ on system for workers. Turok (2010) esƟ mates that there is a 
shortage of around 100,000 competent people, which is fairly insignifi cant when compared with 
an unemployment rate of more than 4 million people.  Even given the evidence of the increase 
in employment relaƟ ons insƟ tuƟ ons with trade unions that are not linked to the State, we fi nd 
an increase in the numerical and temporal ‘fl exibilizaƟ on’ process governing workers by way of 
sub-contracƟ ng and outsourcing. This is leading to a deterioraƟ on in employment standards, 
social protecƟ on and growing precariousness in the labour market (HORWITZ, 2012; STOREY; 
WRIGHT; ULRICH, 2009). These factors perhaps explain the fact that the effi  ciency of the labour 
market in South Africa (3.93) is the lowest in the BRICS countries. 

4.1.2 Educa  on System, Training and HRM remunera  on in the BRICS countries

Since the theory deals with the relaƟ onship between educaƟ on and salary (Menezes-
Filho; FERNANDES; PICCHETTI, 2006) this topic will include issues referring to compensaƟ on 
pracƟ ces also. Costa (2012) argues that HRM in organizaƟ ons in Brazil is capable of diagnosing 
and idenƟ fying training and development needs and has the ability to plan, organize and conduct 
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their operaƟ onalizaƟ on. It is less capable, however, of evaluaƟ ng the investment needed for 
training and developing professionals. So, in order to maintain high levels of producƟ vity and 
high volumes of investment in the private sector, HRM’s capacity to evaluate the return on the 
amount spent on development programmes needs to be improved. We have already discussed 
the fact that Brazilian investment in the professionalizaƟ on process via the educaƟ on system is 
considered to be parƟ ally good (4.22), but lower than Russia’s (4.66) and China’s (4.23). Negri 
and Cavalcante (2014) argue that producƟ vity in Brazil is severely impaired by a lack of qualifi ed 
professionals, which points to the importance of this dimension. 

RemuneraƟ on pracƟ ce is related to legal determinaƟ ons that provide support for the 
funcƟ oning of this system in companies. Some types of remuneraƟ on do not have specifi c 
legislaƟ on and others have incomplete or out-of-date legislaƟ on. Under these circumstances 
there is no legislaƟ on with regard to bonuses, shareholdings and skills and competence-based 
pay making it possible to adapt remuneraƟ on tools to fi t the interests of each organizaƟ on. 
There is also no detailed legislaƟ on about the incidence, or otherwise, of taxes on some of the 
remuneraƟ on pracƟ ces; it is up to trade unions to decide on their applicaƟ on by way of the 
collecƟ ve union agreement (THEOTÔNIO; REIS NETO; LOPES, 2013). 

In Russia, there are two types of training; training for the newly hired and technical training 
for blue-collar workers (non-managers) and white-collar workers (managers) in various training 
pracƟ ces (BIZYUKOV, 2005), which are increasingly characterized by Western HRM techniques 
(GURKOV; SETTLES, 2013). Russian HR development strategy allows us to infer that they are aiming 
to compensate the investment made by the current educaƟ on system (4.66) and reduced public 
investment (4.30) for professional qualifi caƟ on. This is because they allocate their resources in 
a way that is spread across the three professional profi les: the recently hired, specialists and 
generalists.

The pracƟ ces that compose their remuneraƟ on system are characterized by an offi  cial 
guarantee of just a small part of the payment. But companies can reduce or increase salaries 
without negoƟ aƟ ng beforehand with employees (SHULZHENKO, 2012). AŌ er the transiƟ on from 
a planned economy in the 2000s, Russia went into economic recession, with a drop of 23%, on 
average, in industrial producƟ on. As a survival strategy, companies adopted a 30% reducƟ on in 
salaries and while they avoided dismissing people, they encouraged their employees to ask for 
voluntary leave of absence without pay. In the 2009-2010 period, the total number of people on 
voluntary leave without pay reached 3% of the labour force, thus masking the real unemployment 
rate. The economic situaƟ on improved in the 2010-2011 period (GURKOV; SETTLES, 2013). Despite 
the fact that the labour market effi  ciency index (4.31) only loses out to China (4.63), it is diffi  cult 
to understand it as being something that is favourable, given the signs of strong government 
intervenƟ on, as described. 

China’s rapid economic and technological development created requirements for new and 
higher skill levels (SHEN; D’NETTO, 2012). That does not seem to resemble in terms of labour 
quality, just in quanƟ ty. In other words, public investment in educaƟ on (4.30) is less than in Brazil 
(5.30) and in higher educaƟ on and training is 4.23, which is only parƟ ally good. Despite China 
carrying out extensive training (LI; ZHAO; LIU, 2006), the focus of such training in the workplace 
conƟ nues to concentrate on technical skills (LI; SHELDON, 2010). These data are explained when 
we observe the higher educaƟ on and training indicator (4.23). Despite this, the educaƟ on system 
in China provides access for all and not just for key professionals (CAI; MORRIS; CHEN, 2011). 



INTERAÇÕES, Campo Grande, MS, v. 18, n. 3, p. 69-82, jul./set. 2017.

77Human Resource Management in the BRICS countries: a comparaƟ ve study

The new market economy and regulaƟ ons allow companies to fi nance growth and reward 
producƟ ve employees (LI; ZHAO; LIU, 2006). Managers can choose special monetary rewards to 
moƟ vate workers in accordance with their performance. Rewards are not based on individual 
performance and the distribuƟ on of bonuses to all workers, regardless, does not lead to increases 
in producƟ vity (SHEN; D’NETTO, 2012; ZHU et al., 2013). 

Racial segmentaƟ on in the labour market in South Africa sƟ ll subsists as a legacy of apartheid 
and has an impact on access to technological knowledge at the higher level (ERASMUS; SCHENK; 
SWANEPOEL, 2008). This may explain why the country’s public investment indicator in educaƟ on 
is the highest of all the BRICS countries (6.80), but the higher educaƟ on level cannot even be 
classifi ed as average, because it tends towards being of a poor quality (higher educaƟ on and 
training at 3.94), despite aƩ empts to improve the compulsory educaƟ on system. 

Results from such investments may take a long Ɵ me to appear (HORWITZ, 2012). Just 15 
out of every 500 children in South Africa enter university post-graduate schools. This is probably 
the reason why most of the companies invest an amount of their wage-roll on training for all 
posiƟ ons in an egalitarian way (ERASMUS; SCHENK; SWANEPOEL, 2008). Turok (2010) agrees 
that the lack of technical and professional training is one of the main obstacles to infrastructure 
projects being carried out. 

In relaƟ on to other BRICS countries, India has the lowest level of formal educaƟ on (3.88), 
which is in line with the professionalizaƟ on process that started at the end of the 1990s. We saw 
an eff ort on the part of HRM at the Ɵ me, to ensure the development of employee competences 
and training and there were signs of a movement towards performance-related salaries and 
promoƟ ons (AZMI, 2011).

Trade union organizaƟ on and government had a very strong infl uence on the determinaƟ on 
of salary levels in that country. However, as from the 1980s the globalizaƟ on of markets and 
the access of Indian students to foreign universiƟ es generated new forms of thinking and 
increased the fl exibility of salary relaƟ ons, thus strengthening the relaƟ onship between pay and 
performance. However, we can sƟ ll observe signifi cant diff erences between HR performance 
in major corporaƟ ons that assess performance and recommend salary increases based on the 
same and the reality we see in small companies and with workers in rural areas (SPARROW; 
BUDHWAR, 1997).

5 FINAL CONSIDERATIONS

Analysis of the relaƟ onships between the contextual characterisƟ cs and the various 
HRM pracƟ ce formats of BRICS country companies allows for a resignifi caƟ on of HRM studies. 
InvesƟ gaƟ ons of people management policies and pracƟ ces limited to organizaƟ ons are incapable 
of off ering academics and pracƟ Ɵ oners the full dimension of their social importance. This is 
because the main fi nding of this study was the presentaƟ on of an iniƟ al analysis and inference 
path that relates aspects of the macro-environment with the micro-environment. As a result, it 
came up with an interpretaƟ on of how much the internaƟ onal HRM and HRM fi elds that have 
developed naƟ onally seem to share a short-sighted view of the subject. 

 The analysis and inference path between the characterisƟ cs and elements of the 
insƟ tuƟ onal environment is based on relaƟ onships of cause and eff ect between the labour 
market and educaƟ on system and: (i) recruitment and selecƟ on pracƟ ces; (ii) the remuneraƟ on 
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system; (iii) people training and development pracƟ ces, which are strongly infl uenced by the 
legal context.

Convergent points were idenƟ fi ed between the consƟ tuents of the BRICS members. Those 
countries in which there has been a great change in their context, especially as far as concerns 
economic and poliƟ cal aspects, such as China and Russia, show that their HRM pracƟ ces are 
considerably infl uenced and modifi ed as a result of contextual transformaƟ ons. Divergent points 
occur in the global-local dilemma; despite the fact that naƟ ons are infl uenced by the Anglo-
American management standards introduced by mulƟ naƟ onals, they sƟ ll preserve HRM pracƟ ces 
whose structures are strongly based on cultural aspects, such as Brazil, India and South Africa.

These fi ndings are in line with the discussions about the convergent and divergent forces 
operaƟ ng in the globalizaƟ on process. On the one hand, management is infl uenced by the 
characterisƟ cs of the insƟ tuƟ onal environment (size, ownership status, industry, compeƟ Ɵ veness 
of the market and resource availability) and, on the other, it is also infl uenced by the assumpƟ ons 
of the compeƟ Ɵ ve internaƟ onal market (AYCAN, 2005).

We suggest that a longitudinal study be carried out, which should be developed with 
researchers represenƟ ng each of the BRICS countries; joint quanƟ taƟ ve producƟ on should be 
used to validate qualitaƟ ve inferences. As far as concerns the study’s limitaƟ ons, it was carried 
out on the basis of a snapshot in Ɵ me, which did not allow for a more in-depth analysis based 
on a longitudinal study. This is because, in addiƟ on to there being a dearth of informaƟ on about 
HRM development over the years in BRICS countries, scienƟ fi c producƟ on combining both a 
macro and micro perspecƟ ve is limited. Because this is an exploratory study, non-longitudinal 
analysis is recognized as being a limitaƟ on but not a restricƟ on.

Another limitaƟ on of the method was the use of data from the WEF report (SHWAB,  
SALA-I-MARTIN, 2013; SCHWAB, 2015). There is criƟ cism of the methodology used for consƟ tuƟ ng 
the report and about the way it is used, both in academic and commercial fi elds (CARVALHO; DI 
SERIO; VASCONCELLOS, 2012). The non-existence of another, more reliable data source ends up 
supporƟ ng the choice of this parƟ cular source.

The fi nal consideraƟ on regarding limitaƟ ons was that it was not possible to discuss issues 
related to innovaƟ on, since the HRM bibliography has very liƩ le informaƟ on about the subject, 
except in reference to India.

Implica  ons

We believe we have expanded the discussion about preparing the labour force within the 
context of the BRICS labour market. Considering that the compeƟ veness of a naƟ on depends on 
its producƟ on and innovaƟ on capacity, the challenge is to develop and create its human capital 
in such a way as to serve the requirements of internaƟ onal markets. So it is possible that the 
developers of public policies that deal with the insƟ tuƟ onal aspects discussed can make use of 
the analyƟ cal path we travelled down.

Company managers now have access to analyses and interpretaƟ ons that can help them 
when taking decisions that involve the way in which people are managed in diff erent regions 
in the world. Academics, especially those working in the IHRM and HRM fi elds, are off ered an 
alternaƟ ve proposal for analysing the processes that consƟ tute these parƟ cular fi elds.
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