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Assessing the Importance of Multi-Dimensional

Commitment to International HRM: Evidence

from Employees in the Irish Financial Services
Industry

EDEL CONWAY
KATHY MONKS

ABSTRACT

A key feature of the HRM literature in recent yelaas concerned the identification of
HR practices associated with high performance gh iommitment management.
Despite references to ‘high commitment’ in thisergture, little research has
examined the impact of these practices on theudég# and commitment of
employees. This is despite claims that commitmenbest viewed as a multi-
dimensional construct, with different outcomes fboth individuals and for
organisations pursuing high commitment strategidss pursuit of two disparate
research agendas makes it difficult to add senséh&d might represent best practice
from an employee perspective, and what might canstihigh commitment HR
practices. This paper extends both HRM and comnmtmesearch perspectives by
examining employee experiences of HR practices lankihg these experiences to
multiple dimensions of commitment. Findings aredobsn a survey of employees (N
= 288) within three multinational firms operating the Irish Financial Services
sector. The findings show that while attitudes talsasome HR practices impact
considerably on affective commitment, their impawtthe continuance or normative
dimensions is considerably weaker. In light of fimelings, the paper evaluates the
suitability of using a three-dimensional framewankresearch on high commitment
management.

Key Words: High Performance Work Systems; Commitment; Emgxdolxperience
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INTRODUCTION
A central theme within the HRM literature in recegpéars has focused on
performance and commitment-enhancing HR practitles. focus has been based on
research evidence that considers either (a) thadtnpf systems of HR practices on
firm performance or (b) the impact of attitudes &o#ls certain HR practices on
organisational commitment, viewed primarily as agsiar, uni-dimensional
construct. To date, any consolidation between begkarch streams has been notably
lacking in the literature, with little indicationf evhether or how employee attitudes
towards HR practices impact on multiple dimensi@iscommitment. This paper
attempts to incorporate both research approaché&debyifying the HR practices that
have been associated with firm performance and iagntheir impact on both the
attitudes and the commitment of employees.

The paper sets out to resolve a number of key sseia have received somewhat
limited attention within the literature. First,akamines whether attitudes towards HR
practices are more important predictors of multgil®ensions of commitment, than
individual variables. Second, it investigates thteet to which attitudes towards HR
practices predict different dimensions of commitinérhird, it examines whether
attitudes towards HR practices are better predictdraffective commitment, than
either continuance or normative commitment. Thefulsess of linking attitudes
towards HR practices to existing conceptualisations multi-dimensional
commitment, particularly in research contexts algshe US, is then explored.

RESEARCH ON ‘HIGH COMMITMENT" MANAGEMENT

Research examining the impact of HR practices afopeance has its roots in both

the configurational and the universal theoretiqainfeworks. The configurational

approach adopts a 'systems' perspective and aft@mdentify patterns or 'bundles'
of HR practices, which when used in associatiom wdch other, or with a particular
strategy, predict better performance (Huselid, 19%&is perspective posits that the
combination of practices comprising the HR systerofigreater value - both in terms
of organisational performance and in fostering appate employee behaviours -
than the adoption of particular practices in igolat The universal or 'best practice’
approach posits that certain HR practices leadigben performance and therefore
should be adopted by all organisations, irrespeativthe basis upon which they seek
to compete (Pfeffer, 1994; 1998). Delery and DA®96) suggest that HR practices
that have been consistently related to firm pertoroe - either theoretically or

empirically - may be regarded as 'strategic’ oregeribest’ HR practices. A summary

of these practices is provided in Table 1.

[Insert Table 1 about here]
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A number of predominately US based studies haverteg associations between
‘systems’ of these HR practices and outcomes swghtuenover, absenteeism,
productivity levels and firm performance (e.g. Higsel995; MacDuffie, 1995). A
smaller number of studies have investigated thengxib which ‘high commitment
management’ is evident within organisations (e.githé, 1994; Wood and
DeMenezes, 1998; Roche, 1999), investigating sinpitactices and, in some cases,
reporting similafirm-level outcomes. Arising from this firm levedsearch, the literature
now refers to the adoption of what are now terntegh performance’ HR practices and
perhaps much more loosely, 'high commitment’ HRctpras. These practices can be
broadly classified in terms of their impact on eaygles’ skills and ability, motivation,
and the way that work is structured (Huselid, 1995)

The Nature of Employee Commitment

Over the last three decades, organisational comenitimas emerged as a key concept
in the study of work attitudes and behaviour (Meged Allen, 1997). Yet, there
exists a considerable degree of diversity and owetsy regarding how the construct
should be defined and subsequently measured. Me$ittbns concern an
individual's identification with the goals and vatuof an organisation (e.g. Buchanan,
1974; Porter et al., 1974). However, others comsibdeth identification and
involvement as forming the basis of a moral attashito the organisation (e.g. Hall
and Schneider, 1972; Wiener, 1982). Others identifiat can be broadly termed as
cost-based commitment, where an individual assebksegerceived 'gains' associated
with continued membership of an organisation, drel gerceived ‘costs' associated
with leaving (e.g. Becker, 1960; Rusbult and F§rie&l83).

Due to the lack of consensus regarding how comnmitrsleould be defined, it has
been suggested that researchers recognise the eodtypif the construct and view
commitment as multi-faceted (Benkhoff, 1997). Megad Allen (1991: 67) propose
one such conceptualisation of commitment comprisimge separable components,
each of which reflect a unique underlying psychalal state. They provide a
description of each of these commitment forms Hevis:

Affective commitment refers to the employee's dtitaent to, identification with, and
involvement in the organisation. Employees withteorey affective commitment continue
employment with the organisation because they viantio so. Continuance commitment
refers to an awareness of the costs associatedaaiing the organisation. Employees whose
primary link to the organisation is based on camimce commitment remain because they
need to do so. Finally, normative commitment reafleg feeling of obligation to continue
employment. Employees with a high level of normatoeommitment feel that they ought to
remain with the organisation.

Meyer and Allen suggest that individuals may digp@ch of these three forms of
commitment to varying degrees. Thus, the widelydra#finitions which emphasise
commitment to organisational goals are problemdtgcause according to this
definition, people can be committed to an orgargafor reasons other than a
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commitment to its goals. Due to its predominateiynflevel focus, research
investigating ‘high commitment’ management has adequately recognised the
complexity of the commitment construct and hasthilo measure it. The concept of
commitment depicts an individual attitude and hegimmitment can only be assumed
to exist if the actual commitment levels among akfaryce are assessed.

Can Commitment Be Managed?

To better substantiate claims that commitment @amhbanaged through HR practices,
it is necessary to establish the relative impadbaih attitudes towards HR practices
and individual variables on multiple dimensions cimmitment. Though a large
number of research studies have investigated thetszedents, there has been little
consensus regarding the relative importance of lmdividual and organisational
(situational) variables on commitment. Some studieggest that organisational
variables are more important than individual omesg{e, 1983; Morris and Sherman,
1981), others suggest that it is individual vagsb{Koch and Steers, 1978), and yet
others suggest that it is a combination of bothgfBand Aldag, 1980; Buchanan,
1974). There is also research evidence to sughasindividual characteristics have
no major impact on commitment (Bateman and Stras$884; DeCotiis and
Summers, 1987). Overall however, the research te kias produced disappointing
and inconclusive results with little attention kgigiven to multiple dimensions of
commitment. This leaves open the possibility timatividual variables might have a
greater impact on certain dimensions of commitntean attitudes relating to HR
practices, which would serve to weaken claims thigh commitment can be
managed. To explore this issue further, it is higpsised that:

Hypothesis I. Attitudes towards HR practices will be better potalis of
commitment than individual variables relating topayer, position occupied,
education, gender and organisational tenure.

How Can Commitment Be Managed?

Meyer and Allen (1997: 110) argue that ‘we knowreless about the mechanisms
involved in the development of normative and camimce commitment than we do
about those implicated in the development of affectommitment’. They propose a
simplified process model, which conceptualisesré@ionship between HR practices
and commitment. This model is presented in Figure 1

[Insert Figure 1 about here]

The findings from a small number of studies thatehadopted the more complex
multi-dimensional view of commitment suggest thaipéoyee experiences of HR
practices are indeed related to different formcahmitment. For example, it has
been reported that the extent to which managensergerceived as receptive to
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employee ideas is positively associated with boffecive and normative
commitment (Allen and Meyer, 1990; Iverson and gy, 1999), and negatively
associated with continuance commitment (lverson Buattigieg, 1999). Taormina
(1999) found that ‘organisational understanding’swsgnificantly and positively
related to affective, continuance and normative mament.

Research has also found that employee attitudesdieg the transferability of
skills is negatively associated with continuancengotment (Allen and Meyer,
1990). Gaertner and Nollen (1989) suggest thatntiaig be because the employee will
perceive that they are more valuable to their egsemployer than to another
organisation. Taorming1999) found that training was a significant préalic of
affective, continuance and normative commitmenndgdl and O’Driscoll (1997) found
that agreement with training policies was assodiatgth higher levels of affective
commitment among employees in New Zealand, though employees in Ireland.
Research studies also indicate that attitudes tisv@areer development may be related to
different commitment components. For example, lmerand Buttigieg (1999) found that
promotional opportunity was a significant predictdraffective commitment. Taormina
(1999) and Meyer and Smith (2000) found that cadeselopment was one of the most
powerful predictors of both affective and normatc@mmitment. Meyer et al. (1989)
found that continuance commitment was higher anengloyees that were rated as less
promotable by their superiors. Shouksmith (19940 afound that perceptions of
promotion opportunities were positively associatdth continuance commitment.

Regarding the design of jobs, Iverson and ButtigiE®99) found no predictive
relationship between autonomy and affective, nokmeair continuance commitment,
though routine work has been found to be a negatigdictor of both affective and
normative commitment. They also found that job s&cwvas a significant predictor
of both affective and continuance commitment andt thay was a significant
predictor of continuance commitment.

In general, there is little research examining itheact of reward practices on
multiple dimensions of commitment. In particular, facus on continuance
commitment, with its emphasis on the perceivedscobteaving an organisation, has
been lacking. Meyer and Allen (1997: 110) point ¢t 'little or no research
examines how performance appraisals affect commitrper se'. Furthermore, little
research has examined the impact of recruitmel@ctsen and socialisation practices
on the development of these dimensions of commitm&imost no research has
attempted to capture the broad spectrum of HR ipemctassociated with high
commitment management in the firm level HRM literat Yet, it is possible that
attitudes towards only certain HR practices wilflience the commitment of
employees. This perspective corresponds closelyth® ‘leading policy areas’
described by Roche (1997: 6), which posits thatagerHR policy areas should
incorporate commitment-type HRM policies to a hdggree, while other policy areas
may be considered as peripheral. It may be thatetf@eriphery' policy areas must
also be viewed positively if employee commitmenbide sustained; thus reinforcing
the view that the entire HR system comprising & ptactice areas is more important
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than the sum of its individual elements. Furtheamnation of this issue can add
value to the best practice perspective in relatmrthe development of employee
commitment. It is therefore hypothesised that:

Hypothesis II: Attitudes towards certain ‘core’ HR practices wile better
predictors of affective, continuance and normatiemmitment than will others.

High Performance and High Commitment Practices?

The simultaneous use of the terms 'high commitnmaamd’ 'high performance’ in the
best practice literature implies that a relatiopstbetween commitment and
performance is well established. Yet, a numbereskarch studies suggest that this
relationship is weak (e.g. Lee and Mowday, 1987)small number of studies
viewing commitment as a multi-dimensional constrbeive reported relationships
between affective commitment and performance, whigmificantly fewer studies
have reported any such links regarding the otheedsions of commitment. Meyer
and his colleagues found that affective commitmentassociated with higher
productivity (Meyer et al., 1989), more positive nwaattitudes (Allen and Meyer,
1996) and more organisational citizenship behagioiMeyer and Allen, 1991).
Research also suggests that affective commitmepeaicia on levels absenteeism (e.g.
Hackett et al., 1994; Iverson and Buttigieg, 19%8)d financial performance
(DeCaotiis and Summers, 1987). Other studies, howéwave found no relationship
between affective commitment and performance @ogners and Birnbaum, 1998).

It has been suggested that high levels of conticei@ommitment represent a negative
feature within organisations (Randall and O’Dri$cdl997). Studies that have
reported either no relationship between continuaocemitment and performance, or
a negative one, would lend some support to thisumapson. For example,
continuance commitment has been associated witlerldevels of organisational
citizenship behaviours (Shore and Wayne, 1993)lawer job satisfaction (Hackett
et al., 1994).

Relatively little research has examined the retefiop between normative
commitment and performance, though some studiegestighat it is positively related
to work effort (e.g. Randall and O’Driscoll, 199%Md a self-report measure of overall
performance (e.g. Ashforth and Saks, 1996), andthedy related to absenteeism
(Iverson and Buttigieg, 1999). Other studies hagported no relationship (e.qg.
Caruana et al., 1998; Hackett et al., 1994).

These studies present the possibility that HR me&tcan have differential
impacts on the affective, continuance and normatoramitment of employees, with
possibly different performance outcomes. As Meyet Allen (1997: 89) argue:

Although the impact of an increase in any one @sé components of commitment on
employees’ intention to remain in the organizatioight be the same, the effect on their
willingness to contribute to the attainment of angational objectives might not ... the most
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worrisome situation would be one in which a patticypractice contributed to an elevation in
continuance commitment but not in affective or natire commitment.

Can the ‘Right’ Kind of Commitment be Managed?

The research reviewed thus far does suggest thahisations seeking to pursue high
commitment strategies should focus on those pextibat impact on the affective
commitment of employees. The question of whetheretltan be positive outcomes
from HRM for employees as well as employers regutteat links are more firmly
established between employee attitudes and afeeciimmitment. This is because
HR practices that are associated with positivéualitis and an affective attachment to
an organisation will be more beneficial, than thassociated with employees feeling
bound or obliged to remain. It is therefore hypstbed that:

Hypothesis IlI: Attitudes towards HR practices will be better dictors of
affective commitment, than either normative or awmince commitment.

This hypothesis, if supported, can provide insigito how HR systems can be
designed to maximise the affective commitment opleyees. It will also provide
some degree of support for the claims made initeeature that these best practices
can impact on both high performance and high comanit.

METHOD
The study was conducted within three financial ®ew organisations based in
Ireland. All of the organisations operate interoaélly with origins in the US (‘US
Finance’), mainland Europe (‘Euro Finance’) andane (‘Irish Finance’). Only one
organisation (Irish Finance) is unionised.

A total of 435 questionnaires were administerechiwithe three organisations;
288 of which were completed and returned yieldingeerall response rate of 68 per
cent. The sample comprises representatives frorarigty of positions including:
managerial/ supervisory, sales, clerical and adstrative staff. A high proportion of
the sample is aged 30 years or younger (58 pe).d@wer one third (36 per cent) of
respondents have been employed by their organisetrdwo years or less, while the
highest proportion (39 per cent) have been empléyedetween 2 and 10 years. One
guarter of the sample has been employed for 10ooe ryears.

Measures

Organisational commitment. Allen and Meyer's (1990) 24-item measure of
commitment was employed. This instrument include®d sub-scales measuring
affective, continuance and normative commitmentingysa 5-point Likert-type
format, responses ranged from strongly disagrep tG-2strongly agree (+2), with
higher scores indicating higher levels of each fofrmommitment.
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Human Resource Management Practices. A thorough review of the literature was
carried out to identify HR practices that have bassociated with high commitment
management. A 52-item instrument was developed limt employee attitudes
towards a variety of HR practices, based on thoaetiges identified within previous
studies. Responses were based on a 5-point Ligegt-$cale, with scores ranging
from ‘strongly disagree’ (-2) to ‘strongly agree’d). To evaluate the overall validity
of the measure all items were entered in a factwlysis, which led to the
development of the following scales: employee ineatent ¢ = .84), reward d =
.82), performance management £ .80), resourcing and integration € .82), job
design ¢ = .76), career development € .72), training ¢ = .77), employability ¢ =
.72) and teamworka(= .59). A single-item measure of job security &b included.
In view of the relatively poor reliability of theamwork measure, it was decided to
exclude this variable from the predictor modelshaf research.

Demographic Variables. These variables included tenure, education arsitipo
occupied within the organisation. Higher scores dach of these variables among
respondents signify longer tenure, higher levelsdifcation or more senior positions
in an organisation. A variable relating to gendaswalso included (1 = male and 2 =
female).

RESULTS

Table 2 presents the correlations and reliabilifies the main variables in the
research. To test the hypotheses, hierarchicatssgms were carried out.

[Insert Table 2 about here]

The main findings from this analysis concerning eefive commitment are
summarised in Table 3.

[Insert Table 3 about here]

This table shows that when the individual variabiese entered in the equation (step
1), about 6 per cent of the variance in affectisenmitment was explained (p<.05).
When the attitudes towards HR practices were emtéstep 2), three areas of HR
practice — job design, employee involvement and leyeg reward — explained a
significant incremental level of the variance ideafive commitment. In this step,
organisational tenure also emerged as a signifjgaadictor of affective commitment.
The findings show that collectively attitudes todsHR practices have the greatest
impact on affective commitment, even when all otimelividual and organisational
variables are held constant.

Presented in Table 4 is a summary of the regressizalysis relating to
continuance commitment.
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[Insert Table 4 about here]

As this table shows, the individual variables expd about 24 per cent of the
variance in continuance commitment (step one). Whentrolling for all other
variables, those that made a significant contrdyutvere organisational tenure, being
employed within Euro Finance (negative), and hadia leaving certificate
gualification. In the second step, those varialilest remained significant were
organisational tenure and being employed withinoHtinance. In this step, attitudes
towards HR practices had a significant incrementdluence on continuance
commitment. A number of attitudes were significaren when controlling for all
other variables included in the model. These altiturelated to resourcing and
integration, reward and employability (negative)owéver, in this analysis, the
individual/ organisational variables taken togetk&plain more of the variance in
continuance commitment than the attitudinal vagabl

A summary of the regression analysis for normatemmitment is provided in
Table 5.

[Insert Table 5 about here]

This table shows that all of the individual varedblaccount for 8 per cent of the
variance in normative commitment. The significargdictors in this equation relate
to being employed within Euro Finance rather thashlFinance, and those holding
either a junior or leaving certificate rather thmhigher certificate or diploma. When
attitudes towards HR practice are entered in theeha further 6 per cent of the
variance is explained, though no attitudes make ignifeant contribution
independently of other variables in the model.

DISCUSSION

This paper set out to provide a better understgndihthe relationship between
employee attitudes towards HR practices and comemtmit was predicted that

attitudes towards HR practices would be betteriptes of commitment than other
variables relating to employer, position occupiedducation, gender and
organisational tenure (Hypothesis I). Overall, ibgults show that a higher proportion
of the variance in affective commitment was exmdirby attitudes towards HR

practices rather than individual variables. Witk #xception of organisational tenure,
no other individual or organisational variables evdound to impact on affective

commitment. This is important because it adds sugpothe universal applicability

of HR practices at the individual level. It suggestat HR practices, when viewed
favourably by employees, will impact on the affeeticommitment of employees
regardless of the position that they occupy, tlesiel of education or their gender.
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In contrast to findings concerning affective comment, it was found that
individual variables were better predictors of thteer forms of commitment than
were attitudes towards HR practices. Of all of itidividual variables considered in
the research, organisational tenure was found ¥e bae most substantial impact on
continuance commitment. It is conceivable that eygés with longer tenure will
occupy more desirable positions, will receive higlewels of extrinsic rewards and
will have developed closer relationships with wodtleagues than those with shorter
tenure. If this is so, then their perceptions ainks costs' or investments in the
organisation will be greater and so higher contmgacommitment can be expected.
If it is assumed that affective commitment can naged by emphasising particular
HR practices and thus promoting positive attitudesn a relationship between tenure
and continuance commitment is of less concern. Thivecause of all of the
individual variables considered in the researchuite can be regarded as the one
which is most within an employers control. Furtherey longer tenure depicts
commitment of whatever form among a workforce. Thmints to the need to
recognise and examine the ways in which attitudeghihndevelop over time so that
affective commitment can remain optimal.

This investigation has established that attitudestds certain HR practices have
the potential to impact on levels of affective commnent, and to a lesser extent
continuance commitment among employees (HypothdisContrary to other
research findings, the research failed to find amglence to suggest that attitudes
towards HR practices have a considerable impa&t\ais of normative commitment.
With respect to affective commitment, attitudes aods three broad areas of HR
practice — job design, employee involvement andardw emerged as significant.
This indicates that both intrinsic and extrinsipexss of work impact on the affective
commitment of employees. The findings show thaituales towards certain HR
practices contribute to the prediction of anothet necessarily desirable, form of
commitment. The research established that attittml®ards reward, resourcing and
integration and employability were significant pigdrs of continuance commitment.
In the case of attitudes towards reward, linkagegtaus found between both affective
and continuance commitment simultaneously. It tioeee seems that efforts to
promote one form of commitment will inadvertentlyatl to the development of
another form of commitment. It is generally regardhat the promotion of
continuance commitment should be discouraged, deriag its poor associations with
job performance. It can be argued, however, thahibrganisation places less emphasis
on practices linked to continuance commitment,ighihdo so at a cost to higher levels of
affective commitment. It is perhaps best concludeat while the manifestation of
continuance commitment arising from attitudes talsacertain areas of HR practice is
inevitable, this is of less concern providing thegater emphasis is placed on areas of HR
practice that influence affective commitment.

A key finding of the research is that attitudes dod¢ HR practices explained a
greater proportion of the variance in affective aatment (Hypothesis Ill). Since this
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form of commitment has most been associated withvidual performance, this

alleviates the possibility that attitudes will haee greater impact on forms of
commitment that organisations are less likely tomiwa promote. The features of HR
practices identified in research on firm performanaclude a focus on skills,

motivation and empowerment (e.g. Huselid, 1995)isT$tudy has found direct
support for this classification at the employeeelesince similar HR practices —
relating to job design, involvement and reward -reveignificant in predicting

affective commitment. Since affective commitmens le@en associated with higher
job performance elsewhere in the literature, timslihg provides some degree of
support for the view that those HR practices thatjet affective commitment can be
referred to as both ‘high performance’ and ‘higmootment' practices.

In broad terms, the best practice literature setmsnply that all of the HR
practices identified are equally important in fostg high commitment, and in some
instances high performance. This study has foundeace to suggest that this may
not be the case since a number of HR practicesndidemerge as significant
predictors of any form of commitment. For exampleaining, performance
management and career development, while foune tsidnificantly correlated with
some forms of commitment, did not emerge as sicanii predictors of any form of
commitment. This is surprising because it is inglie the literature that investments
made by employers through, for example, trainind eareer development activities
will be associated with high employee commitmenhtannot be assumed, however,
that these activities are not important in creatanghighly committed or high
performing workforce. Consistent with Roche’s (1p#®voposition, it can instead be
assumed that these activities reinforce those ¢tiRe practices that do predict
commitment. Support for this argument is found sinmatterns of correlations
between these practices and affective commitmentralatively strong suggesting
that perhaps they are related to those practiegslthpredict commitment.

Figure 2 presents a model of high commitment thaivd together the main
findings of the research. It includes the standzdlibeta weights indicating the
relative impact of each individual variable on e&mtm of commitment.

[Insert Figure 2 about here]

The research has found evidence to show that tfecti@ke, continuance and
normative dimensions of commitment are conceptudistinct. Yet, the extent to
which attitudes towards HR practices representuliggkdictors of the continuance
and normative dimensions in particular is calletb iquestion. In this study, the
proportion of variance explained in affective, gonaince and normative commitment
(R1 ) was 43, 36 and 22 per cent respectively. Comgaittis to other studies,
Taormina’s (1999) investigation of a random samgleemployees in Hong Kong
explained 50, 22 and 16 per cent of the variancaffactive, continuance and
normative commitment respectively. His study did ewamine such a wide range of
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HR practice predictors as were employed in thegmiestudy, and instead examined
only training, understanding (similar to communigaj and future prospects, with a
wide range of demographic predictors including aggycation, gender and marital
status. Iverson and Buttigieg (1999) examined &ffec normative and two
continuance commitment sub-scales relating to péaes of few alternatives and
high personal sacrifice among an Australian samplefighters and explained 54,
24, 32 and 16 per cent of the variance respectividigir study examined the impact
of a range of personality, demographic, and enwviremal variables on commitment.
Similar to Taormina’s study, these researchers rtl specifically address HR
practices, though characteristics of the work emnment in their study did capture
some elements of HRM. While the difference in vac& explained across these
studies is not substantial, the lower proportiovarfiance explained among this Irish
sample suggests that the cultural context withirclweommitment research occurs is
an important consideration.

It can be argued that, almost without exceptiorseaech on commitment is
steeped in a North American view of what commitmesneand how it should be
measured. A key question therefore concerns whethamitment as it is currently
conceptualised in the literature is relevant teaesh contexts outside the US. It is
possible, for example, that an Irish populatiomofkers will not necessarily identify
with the issues explored in Meyer and Allen’s (1p8teasure. Perhaps linked to this
issue, the favourable economic conditions in Irélanthe time of the study is another
possible reason for questioning the usefulnesshisf measure. One of the noted
values of the present research is that it has geolva renewed focus on commitment
in a buoyant economy, since much of the researdhisrnssue has been carried out in
recessionary climates. This may be one reason idsetparticipating in the research
were less likely to feel a need to remain with thenployers. Since opportunities
outside their organisation were favourable, a poiial choice of employer would
not have necessarily given rise to employees fgddound or obliged to remain in
their organisation.

A further important issue regarding Meyer and Ale(L1991) conceptualisation
of commitment concerns the relationship between tiplel dimensions of
commitment and performance. The associated meastiedfective, continuance and
normative commitment do not contain any indicatwmatsoever of an employee’s
willingness to contribute to the attainment of gngational objectives, only the
different motives for why they might want to remaindeed, the extent to which
linkages between affective commitment and perfogeareflect a commitment to
company goals on the part of employees can bedcaille question. It is possible
that, for example, individuals will seek to maimtanigh personal standards of
performance or will increase their efforts onlysecure rewards or secure their future
in the organisation. Individuals may also wish émain because of a commitment to
their job, their work group, their manager or asnaans of meeting financial
obligations outside the organisation. With thesenados, higher performance may
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result without any corresponding commitment to trganisation’s goals among
individuals. Thus, the motives for organisationsksgg to foster high commitment
might be at odds with the motives of their empl®ydhe goals of both parties might
be incongruent. This argument suggests that goajroence should be considered in
measures of affective commitment, or should attlé&sconsidered as one of its
outcomes.

This research provides a better insight into theamseby which employees
become committed to an organisation, and yet kllghgts some of the complexities
that organisations seeking to 'manage’ commitmentpaesented with. Linked to
these complexities are important issues regardiwegapplicability of commitment
constructs as they are currently conceptualisedgearch contexts outside the US. It
seems that attempts are under way to incorporstiesssuch as commitment to goals,
performance focus and acceptance of change intsuresof affective, continuance
and normative commitment (Meyer and HerscovitchQ130 These developments
should be observed with interest and incorporat#d future investigations of
commitment. Meanwhile, the study of commitment rerman important issue for the
development of both theory and research within HRM.
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Table 1: Summary of ‘High Commitment’, ‘High Perfor mance’, ‘Best’ HR Practices

HR Practice Areas

Key Characteristics

Examples From the Literature

Recruitment &
Selection

Selective recruiting/ recruitment
intensity; Focus on trainability
and commitment; Human
relations skills in selection

Huselid, 1995; Ichniowski et al
1997; Wood, 1996, 1999.

Socialisation

Extensive socialisation

Arthur, 1994; Pattersoal et
1997.

Job Design

Broad job descriptions; Flexible
working; Job rotation; Teamwork

Arthur, 1994; Ichniowski et al.
1997, MacDuffie, 1995
Patterson et al.,, 1997; Woo
1996.

Communication/
Participation

Information sharing; Attitude
surveys; Grievance/ conflict
resolution; Team briefing;
Suggestion schemes

Arthur,
Lawler et al., 1998; MacDuffie
1995; Wood, 1996; Wood &
DeMenezes, 1998.

1994; Huselid, 1995;

Training Induction training; Forma| Arthur, 1994; Huselid, 1995;
training; Re-training; On-the-job MacDuffie, 1995; Patterson ¢
training; Cross-training al., 1997; Wood, 1996, 1999.

Performance Formal  Appraisals; Results-Delery and Doty, 1996; Huselig

Management oriented; Merit-based 1995; Wood, 1996, Youndt €

al., 1996.

11
ot

Career Development

Promotion from within; Caree|
ladders and progression, Intern
recruitment

r Huselid, 1995; Pfeffer,
al998; Wood, 1996, 1999.

1994

Employee Reward

High rewards; Salaried workers;
Incentive pay; Team rewards;

Extensive benefits; Profit sharing
Stock ownership

Arthur, 1994; Delery and Doty
1996; Huselid, 1995
;lchniowski et al.,, 1997
MacDuffie, 1995.

Job Security

High job security

Delery and Doty, 1996; Husel
1995; Wood 1996.
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Table I: Correlations and Reliabilities for Measures
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Table 3: Hierarchical regression: Affective Commitrrent regressed on Attitudes towards
HR Practices and Individual/ Organisational Variables

Standardised Beta Weights

Independent Variables Step 1 Step 2
Stepl: Controls
US Finance -025 021
Euro Finance -112 -029
Gender (Male) 044 023
Education 1 (Junior Certificate) 0og ool
Education 2 (Leaving Certificate) 127 109
Education 3 (Degree) 049 051
Education 4 (Post-graduate) 001 - 078
Position 1 (Senior Management) -227 - 111
Pasition 2 (Middle Management) - 175 - 115
Position 3 (Technical/ Professional) - 082 -.099
Position 4 (Administration) 029 -017
Tenure 143 1BTEE
Step 2:Afttitudes to HRM
Employee Involvement 237%*
Resourcing & Integration 069
Training 027
Career Development 092
Performance Management 021
Job Security 034
Employability 021
Employee Reward 128%*
Job Design 247%#
Df 12236 | 21.236
R® 106 435
Adjusted R? 0358 380
AR: 329
2.221% 13.804%%*
AF

* p < 0.054*p < 0.01*** p < 0.001
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Table 4: Hierarchical regression: Continuance Commtiment regressed on Attitudes
towards HR Practices and Individual/ OrganisationalVariables

Standardised Beta Weights

Independent Variables Step 1 Step 2
Step 1: Controls

US Finance -.037 -.103
Euro Finance - 217%** - 260%#®
Gender (Male) -.009 000
Education 1 (Junior Certificate) 015 -.007
Education 2 (Leaving Certificate) 145% 122
Education 3 (Degree) 063 093
Education 4 (Post-graduate) 038 068
Position 1 (Senior Management) 158 169
Position 2 (Middle Management) 000 034
Position 3 (Technical/ Professional) -.106 -.059
Position 4 {Administration) -.130 -132
Tenure JogEesE 329%%%

Step 2: Attitudes to HEM

Emplovee Involvement -.046
Resourcing & Integration 194%%
Training -.004
Career Development -.011
Performance Management 063
Job Security 055
Employability - 166%
Emplovee Reward 137
Job Design 004
Df 12,234 21,234
R= 283 356
Adjusted R* 244 293
AR 073

7.302%%=* 2.690**
AF

*p < 0.05, **p < 0.01, **p < 0.001
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Table 5: Hierarchical Regression: Normative Commitnent regressed on Attitudes

towards HR practices and Individual/ Organisational Variables

Standardised Beta Weights

Independent Variables Step 1 Step 2
Step 1: Controls
US Finance 073 005
Euro Finance 249%E 226%
Gender (Male) 060 020
Education 1 (Junior Certificate) 151% 147
Education 2 (Leaving Certificate) 247%* 247%#
Education 3 (Degree) -.002 020
Education 4 (Post-graduate) - 113 -.140
Position 1 (Senior Management) -.059 -.019
Position 2 (Middle Management) -084 -041
Position 3 (Technical’ Professional) - 166 -179
Position 4 (Administration) -.098 -.125
Tenure -.027 -.054
Step 2: Attitudes to HEM
Employee Involvement 052
Resourcing & Integration 012
Training -032
Career Development 173
Performance Management 027
Tob Security -083
Employability 019
Employee Reward (148
Tob Design {067
Df 12,225 21, 225
Rz 129 221
Adjusted R? 080 141
A RZ 092
2.636%* 2.681%#
AF

*p < 0.05, **p < 0.01, **p < 0.001
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Figure 1: HRM Practice and Commitment: A Simplified Process Model
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Figure 2: A Model of High Commitment
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