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Relating Career Stage to Attitudes towards HR
Practices and Commitment; Evidence of
Interaction Effects?

EDEL CONWAY

ABSTRACT

A dominant theme within the HRM literature concethg identification of 'best
practices’ that will enhance both organisationakfgpmance and employee
commitment. Though research exploring the impadhege practices at the level of
the individual is considerably limited, it is impd that they may be applied both
across and within organisations, yielding favougallirm level outcomes and
employee behaviours. There is growing support amgesgarchers for a more
complex understanding of commitment. Meyer and AlIEL997) suggest that
commitment is best viewed as multi-dimensional, posing affective, continuance
and normative dimensions. Employees displaying eadlension of commitment will
remain in an organisation because they feel thet Want to, need to or ought to do
so. Research suggests that certain organisatiodainaividual variables are related
to different forms of commitment. There is alsod&rice that both commitment and
work attitudes differ over the stages of an empddgecareer. This presents the
possibility that organisations seeking to promaienmitment may need to tailor HR
practices to suit employees’ needs, thus challenthe best practice perspective at
the employee level. This paper extends on theatiee by examining whether career
stage has a moderating influence on the HR-commitmedationship. The empirical
research is based on an employee attitude survélyinwihree financial service
organisations in Ireland (N= 288). Using moderatedtiple regression, the findings
highlight the extent to which interaction effectse aevident regarding attitudes
towards HR practices and continuance and normatwamitment, though not
affective commitment. The implications of thesedfimgs for the management of
commitment are discussed.
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THE NATURE OF EMPLOYEE COMMITMENT
Over the last three decades, organisational conenitimas 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 oeetsy within the literature

regarding how the construct should be defined amusexjuently measured. Most
definitions concern an individual's identificatiamth the goals and values of an
organisation (e.g. Buchanan, 1974; Porter et al4L%However, some consider both
identification and involvement as forming the basfsa moral attachment to the
organisation (e.g. Hall and Schneider, 1972; Wieh882). Others identify what can
be broadly termed as cost-based commitment, wherendividual assesses the
perceived 'gains' associated with continued merhigeif an organisation, and the
perceived 'costs' associated with leaving (e.g.k&ecl960; Rusbult and Farrell,
1983). Due to the lack of consensus regarding hmwngitment should be defined, it
has been suggested that researchers recogniserimexity of the construct and
view commitment as multi-faceted (Benkhoff, 199¥vleyer and Allen (1991, p. 67)

propose one such conceptualisation of commitmemhpecsing three separable
components, each of which reflect a unique undeglypsychological state. They
provide a description of each of these commitmernh§ as follows:

Affective commitment refers to the employee's dtitaent to, identification with, and
involvement in the organisation. Employees withtergy affective commitment continue
employment with the organisation because they vtando 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 normatoommitment feel that they ought to
remain with the organisation.

Meyer and Allen suggest that individuals may digp@ach 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 orgarsafor reasons other than a
commitment to its goals.

Due to its predominately firm level focus, reseairmvestigating ‘high commitment’
management has not adequately recognised the cdtgpdé the commitment construct
and has failed to measure it. The concept of comemt depicts an individual attitude
and high levels of commitment can only be assuroeexist if the actual commitment
levels among a workforce are assessed.

High Commitment Management Research

Research examining ‘high commitment managemertfRM has its roots in both the
configurational and the universal theoretical framagks. The configurational

approach adopts a 'systems' perspective and aft@amdentify patterns or '‘bundles'
of HR practices, which when used in associatiomwdch other, or with a particular

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES
WP 01-03
http://www.link.dcu.ie/publications/workingpaperseries/
© 2003, LInK, Edel Conway
Contact: edel.conway@dcu.ie



strategy, predict better performance (Delery andyD&996; Huselid, 1995). This

perspective posits that the combination of prasticemprising the HR system is of
greater value - both in terms of organisationalfqyerance and in fostering

appropriate employee behaviours - than the adoptibrparticular practices in

isolation. The universal or 'best practice' appnoposits that certain HR practices
lead to higher performance and therefore shouldad@pted by all organisations,
irrespective of the basis upon which they seek dmpmete (Pfeffer, 1994; 1998).

Delery and Doty (1996) suggest that HR practices flave been consistently related
to firm performance - either theoretically or engatly - may be regarded as
'strategic’ or generic ‘best’ HR practices.

Table 1 identifies those HR practices that havenlmmnmonly termed as ‘high
performance’, ‘high commitment’ or ‘best’ HR prasg#s within the literature. These
practices can be broadly classified in terms oirtimepact on employees’ skills and
ability, motivation, and the way that work is struwred (Huselid, 1995).

[Insert Table 1 about here]

A number of studies have reported associations dmivisystems’ of these practices
and outcomes such as turnover, absenteeism, pnatiuctevels and firm
performance (e.g. Huselid, 1995; MacDuffie, 1998)smaller number of studies
have investigated the extent to which ‘high comreiitn management’ has been
adopted within organisations (e.qg. Arthur, 1994;00¢@nd DeMenezes, 1998; Roche,
1999), investigating similar practices as those@ased with high performance, and
in some cases reporting similar firm-level outconfs a result of this research, the
literature now refers to the adoption of what apgvriermed ‘high performance’ and
somewhat more loosely, ‘high commitment’ HR pragsic

Linking Commitment to Performance

The simultaneous use of the terms 'high commitmand ‘high performance’ in
relation to these practices implies that the refehip between commitment and
performance is well established. Yet, a numbereskarch studies suggest that this
relationship is weak (e.g. Mowday et al, 1982; lasel Mowday, 1987; Shore and
Martin, 1989). A small number of studies viewingnuuoitment as a multi-
dimensional construct have reported relationshgis/éen affective commitment and
performance in particular (Angle and Lawson, 1994ruana et al, 1998; Hackett et
al, 1994; Meyer et al, 1989; Suliman and lles, 206@r example, Meyer and his
colleagues have found that affective commitment associated with higher
productivity (Meyer et al, 1989), more positive Wwaattitudes (Allen and Meyer,
1996) and more organisational citizenship behasgioiMeyer and Allen, 1991).
Research also suggests that affective commitmemiss®ciated with absenteeism
(Hackett et al, 1994; Iverson and Buttigieg, 199@thieu and Zajac, 1990; Meyer et
al, 1993, Somers, 1995) and financial performameCptiis and Summers, 1987).
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Fewer investigations have reported links betweemnoiment and normative or

continuance dimensions of commitment. However, setudies have reported either
no relationship between continuance commitmentpartbrmance, or a negative one
(e.g. Angle and Lawson, 1994; Caruana et al, 1888pvsky and Cropanzano, 1991,
Meyer et al, 1989; Somers and Birnbaum, 1998). O#itedies have reported no
significant relationships between normative commitin and performance (e.g.
Caruana et al, 1998; Hackett et al, 1994).

Regarding the establishment of linkages between HRdmMmitment and
performance, Edwards and Wright (2001, p. 570) ssgthat ‘it remains rare for
studies to assess all the links in the chain, witheffects on employee commitment
being a particularly rarely studied issue’. If highbmmitment is necessary for high
performance, then commitment may represent thécalritink missing from this
research (Whitfield and Poole, 1997). Researchate @ould suggest that it is the HR
practices that foster affective commitment that Wdve the performance-enhancing
effect. This would suggest that organisations segko pursue high commitment
strategies should focus on those practices thaaétngn the affective commitment of
employees. However, an understanding of the relships between attitudes towards
HR practices and both normative and continuancenttment will also be useful in
ensuring that HR practices do not promote undesifadhaviours.

Managing Employee Commitment: A Universal Perspectie?

Walton (1985) suggests that commitment stratega@sbe applied universally across
organisations; a view that is somewhat consistetiit perspectives in the recent best
practice literature. A key question, however, consavhether commitment strategies
can be applied universally for all employees withim organisation, and vyield the
same behavioural outcomes. Some commentators rdjiscinotion. For example,
Baron and Kreps (1999, p. 29) argue that:

no single approach to human resource managemamiviersally applicable. Employees are
people, and people are complex. They interact impdex ways with each other, with
customers, with technology, and with strategy.

This implies that the universal application of higbmmitment practices may yield
inconsistent employee outcomes because employg&pstiences of these practices
will vary. Lepak and Snell (1999) argue that it nyinappropriate and monolithic to
suggest that there is a common bundle of practicesnanaging all of a firm’'s
employees. They agree with that while a dominantgttRtegy or ‘architecture’ may
exist (Becker and Gerhart, 1996), at an operatit@val multiple bundles of practices
may develop that are unique to particular emplsgegroups. They argue that ‘just
as there may be no universally best set of HR jpesfor every firm ... there may be
no one best set of practices for every employekinvd firm' (1999, p. 45). Morris et
al (1993) also question whether ‘blanket’ humanouese policies can have the
desired influence on commitment levels. They sugges
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...what one employee regards as good career prospentsbe regarded as mediocre by
another and, while some employees may be comniittélte organisation because of the job
security it offers, others may be committed becafsbe nature of the work (pp. 37 - 38).

There are claims that a ‘new generation’ of empdsyseeks greater independence,
autonomy, and flexibility because priorities arevghared between work, leisure and
family life (Rothwell, 1995). Therefore organisai® seeking to enhance the

commitment of their workforce may need to considesinging attitudes and factors

which affect them.

HRM and Career Stage

It has been suggested that as people progresgythx@uious stages of their careers,
their work-related experiences vary considerablevihson, 1978; Super, 1957;
VanMaanen and Schein, 1979). Schalk and Frees&@ (p9220) suggest:

Often different perspectives are found in the wor&é. For example, young people with little
job experience might like to be offered extensiegning, so they are able to find another job
more easily. Older people might prefer more flexilbind higher pension benefits, so they
won'’t have to worry so much about their income raftey retire ... Organisations could take
this into account, for example, by offering choidesm a certain variety of provisions,
reflecting an intersection across the different lyge perspectives.

A number of studies have shown that employee wttitudes differ across career
stages (e.g. Allen and Meyer, 1993; Cron and Slod#86; Guthrie and Schwoerer,
1996; Lynn et al, 1996; Mehta et al, 2000; Sturgfeal, 2000). Some of these studies
focus on the value or importance of particular HRcices to employees, while
others examine satisfaction with these practices. éxample, research among a
graduate sample in the UK supports the view thadéezamanagement is important
during early career stages (Sturges et al, 2000tohtrast, however, Mehta et al
(2000) found evidence to suggest that sales mamdgelater career stages place
greater importance on opportunities for promotion.

It has also been postulated in the literature dhder employees have, or at least
perceive they have, more positive work experienttes do younger employees
(Allen and Meyer, 1993; Cherrington et al, 1979pwéver, there is also evidence
that aspiration for, and satisfaction with, certadnganisational rewards (e.g.
promotion or pay) decrease with age (Meyer, 20dfenAand Meyer (1993) found
that employees were more affectively responsiyearticular experiences during their
early careers, such as well-defined and challenging; Other research has found that
during early career stages, employees perceive ttieyt lack job involvement,
challenge, promotion opportunities and discretiandecision making (Cron and
Slocum, 1986). Lincoln and Kalleberg (1990) founddence to suggest that older
employees experience greater autonomy and intriesi@rds, often as a result of
promotion.
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Career Stage and Commitment

A number of research studies also suggest that c¢ionemt will vary over the course
of people's careers (Allen and Meyer, 1993; Coli&9,1; Mathieu and Zajac, 1990;
Suliman and lles, 2000). Research indicates tha g positively related to
organisational commitment (e.g. Mathieu and Zaj®90; Meyer and Smith, 2000),
even when controlling for both positional and orgational tenure (e.g. Allen and
Meyer, 1993). This would suggest that employeeragessents the real career stage
effect on affective commitment and that older ergpks are more affectively
committed than younger employees, perhaps due te pumsitive work experiences
(Allen and Meyer, 1993). However, further meta-ghalstudies suggest that there is
a positive relationship between attitudinal or etfifee commitment and organisational
tenure (Cohen, 1993; Mathieu and Zajac, 1990; MagerSmith, 2000). O'Reilly and
Chatman (1986) suggest that this is because enmgdowath longer tenure will
identify more with the goals of the organisatiord amill be more willing to exert
extra effort in achieving these goals. It has &leen suggested that commitment may
develop simply as a result of the longevity of @mployment relationship (Gaertner
and Nollen, 1989; Ogilvie, 1986).

There is evidence to suggest that age and tenuwreaatecedents to the
development of calculative (e.g. Alutto et al, 19'Buchanan, 1974; Farrell and
Rusbult, 1981; Ferris and Aranya, 1983) and coatice commitment (e.g. Allen and
Meyer, 1993; Hackett et al, 1994; Meyer and Sn2000; Reilly and Orsak, 1991,
Somers, 1993). This suggests that perceptionseointrestments accumulated within
an organisation (and therefore costs associated lsaving) will increase with
employee age and tenure.

Studies by Allen and Meyer (1993) and Taormina @9#ave found that age is a
significant predictor of normative commitment. Hattket al (1994) reported that
organisational tenure was positively associatedh witrmative commitment among
their sample of nurses. They suggest that 'resemmterning the possible differential
antecedents of [affective, continuance and norratvmmitment] should continue’
(Hackett et al, 1994, p.21).

HIGH COMMITMENT MANAGEMENT: AN INDIVIDUAL

PERSPECTIVE
The research findings explored here suggest that piossible that heterogeneity
among employees will result in different attitudesards HR practices, even if these
practices are applied consistently. Furthermorey thuggest that attitudes towards
certain HR practices will be more important at jgatar stages of a career than
others, which may in turn lead to varying levels cdmmitment. Career stage,
therefore, challenges the universal applicabilityHiR practices to all employees
within an organisation. This suggests that it isgtlole that no one set of practices can
be universally applied across all employees, batt perhaps a series of individualised
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contracts for employees is required (Herriot andaniBerton, 1997). To test this
possibility it is hypothesised that:

Hypothesis 1 Organisational commitment will vary accordingcreer stage,
as measured by employee age and organisationaktenu

Hypothesis 2 Attitudes towards HR practices will vary accowglito career
stage, as measured by age and organisational tenure

Hypothesis 3 Attitudes towards HR practices will interact witareer stage
to predict affective, continuance and normative ootment.

It has been suggested that more research is needdentify conditions that might

moderate the relationships between antecedentblesiaand commitment (Meyer,
2001; Meyer and Allen, 1997). By investigating su@hationships, an otherwise
unnoticed connection between two variables mayhbad. Katz (1978), for example,
found evidence for interaction effects regarding gatisfaction and organisational
tenure. He found that new employees responded pawiévely to feedback from the

job and to task significance, but responded neghtito job autonomy.

METHOD
The study was conducted within three financial sevorganisations in Ireland. Two
of these organisations are multi-nationals, whighteoth non-unionised and one is an
Irish organisation with a trade union presence. Hemior Human Resource
representatives within each of the three orgamsatidistributed questionnaires to
employees. Participation in the study was entirebluntary and respondents
remained anonymous.

A total of 435 questionnaires were distributed witthe three organisations; 288
of which were completed and returned, yielding aerall response rate of 68 per
cent. The sample comprises representatives fronargety of positions including
managerial/ supervisory, clerical and administeatstaff. A high proportion of the
sample is aged 30 years or younger (58 per cengr One third (36 per cent) of
respondents have been employed by their organistiidwo 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) measure of commitment was
employed. This measure consists of three sub-soaesuring affective, continuance
and normative commitment. Using a 5-point Likepdyformat, responses ranged
from strongly disagree (-2) to strongly agree (H&)th higher scores indicating
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higher levels of each form of commitment. Relidkd for the affective, continuance
and normative sub-scales were 0.81, 0.76, 0.7 kctisply.

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 Ligeet-$cale, with scores ranging
from ‘strongly disagree’ (-2) to ‘strongly agree’d). To evaluate the overall validity
of this measure all items were entered in a fa@oalysis, which led to the
development of the following scales: involvement £ .84), reward = .82),
performance management £ .80), resourcing and integratiom £ .82), job design
(o = .76), career developmert £ .72), training ¢ = .77), employabilityd = .72) and
teamwork ¢ = .59). A single item measure of job security \abs® included. In view
of the relatively poor reliability of the teamworkeasure, it was decided to exclude
this variable from the predictor models of the e@sh.A summary of sample items
included in the questionnaire is provided in Tehle

[Insert Table 2 about here]

Career Stage. Career stage was defined by two variables: age cagdnisational
tenure. Employee age was categorised in three grgsip30 years or under, 31 to 40
years, 41 years or more. Employees were askedat® thte length of time (years and
months) in their current employment, so organisetiotenure was coded as a
continuous variable. Consistent with other simizgearch on employee commitment
(Morrow & McElroy, 1987; Allen & Meyer, 1993), thigariable was subsequently
defined by three categories: less than 2 yearsjdaet 2 and 10 years, and more than
10 years.

Other Demographic Variables. These variables included job status, education and
position occupied within the organisation (all cdde to 5), where higher scores
indicate higher job status, education and positcnupied. A variable relating to
gender was also included (1 = male and 2 = female).

RESULTS

The correlations presented in Table 3 show the matm of the relationships
between the main variables of interest to the study

[Insert Table 3 about here]

Regarding hypothesis 1, there is a weak but pesiamd significant relationship
between employee age and affective commitment,esiog that levels of affective
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commitment are higher among older respondents.€eTisea stronger and significant
relationship between organisational tenure andctfie commitment, which shows

that affective commitment also increases as temmeases. Regarding continuance
commitment, the relationship with employee age a$ significant, but there is a

positive relationship with organisational tenure=(©.29), suggesting that continuance
commitment increases as tenure increases. No isgmifrelationships are apparent
between either career stage variable and normedirenitment.

With respect to hypothesis 2, these correlatioss ahow that older and longer
serving respondents view job design and reward< rpositively, and involvement
and resourcing less positively, than younger ortehn@erving respondents. However,
attitudes towards job security and teamwork ares Ig®sitive among older
respondents.

While these correlations provide some degree gbpasugor hypotheses 1 and 2, it
is important to recognise that a high correlatiowsts between employee age and
organisational tenure (r = 0.62). In order to isokhe relative influence of each career
stage indicator on these variables, partial caiioela were carried out. These
correlations between career stage and commitmeiaibles are presented in Table 4.

[Insert Table 4 around here]

This analysis shows that the relationship betwespleyee age and affective
commitment is no longer apparent when controllimy brganisational tenure.
However, the relationship between organisationalite and affective commitment
remains significant, albeit weaker, when contrgjlfor employee age. In addition, the
relationship between organisational tenure and imoabhce commitment remains
significant. This suggests that organisational termight represent the 'real' career
stage influence on both affective and continuameemitment.

The partial correlations between both career stag@bles and attitudes towards
HR practices are presented in Table 5.

[Insert Table 5 around here]

The relationships between age, involvement, teakipk 0.05) and job security (p
< 0.01) are still significant when controlling fasrganisational tenure. When
partialling out employee age, the analysis indgdteat the relationships between
tenure, reward and resourcing and integration @swin significant (p< 0.01). These
findings therefore suggest that the ‘real’ caretages influence on employee
involvement, job security and teamwork is emplogge, but that the ‘real’ career
stage effects on resourcing and integration andl@mee reward is organisational
tenure. Partial correlations between career stageaffective commitment show that
the relationship between employee age and affeatm@mitment is no longer

apparent when controlling for organisational tenfre= -.03). However, the

relationship between tenure and affective commitnmremains significant, albeit
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weaker, when controlling for employee age (r = .21s .001). This suggests that
organisational tenure might represent the ‘reakerastage influence on affective
commitment.

Hypothesis 3 posits that the relationship betwdétudes towards HR practices
and affective, continuance and normative commitnveiitbe moderated by career
stage. The approach used to conduct this analyas similar to that used to
investigate moderated relationships in other rese@hllen and Meyer, 1993; Katz,
1978; Kemp and Cook, 1983). In the first instansebgroup correlations were
examined by splitting the data file according te agd tenure categories respectively.
These correlations with respect to affective commaitt are presented in Table 6.

[Insert Table 6 around here]

As this table shows, attitudes towards all HR pecast were significantly related to
affective commitment among respondents aged 30syearyounger. Significant
relationships were found between career developnm@ntdesign, involvement, job
security, performance management, teamwork andtaffecommitment with respect
to respondents’ aged between 31 and 40 years.fiSanii relationships were also
found between performance management, employabiiglvement, resourcing and
integration, reward and affective commitment f@p@endents aged 41 years or older.

With the exception of job security, employabilitydareward, attitudes towards all
HR practices were significantly related to affeetmommitment for respondents with
less than two years' service. With the exceptioteafmwork, attitudes towards all HR
practices were significantly related to affectivemonitment for respondents with
between two and ten years’ service. The relatigmsshetween attitudes towards each
of the HR practices and affective commitment wegaiScant for respondents with
10 years or more service.

To test for moderated relationships, each dimensi@ommitment was regressed
on the independent variables and the cross-pramunteraction of these variables. In
order to minimise multi-collinearity, scores forl ahdependent variables were
centered at the mean as recommended by Aiken arst (¥891). Predictors of
commitment were entered as follows: the careerestagables entered as a block; the
particular HR practice variable; the interactioriviien the HR practice variable and
employee age; and finally the interaction betwelea HR practice variable and
organisational tenure. As each variable was adtiesl, predictive power of the
equation was assessed by examining the incrememaalge in the F value. Table 7
shows the multiple correlations for affective cortmmént regressed on career stage,
the HR practice areas and their interactions.

[Insert Table 7 around here]

This analysis shows that both career stage ande matably, attitudes towards HR
practices represent significant predictors of affeccommitment. It is also indicated,
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however, that attitudes towards HR practices doimtetact significantly with either
age or tenure in predicting affective commitmentiefefore, no support for
Hypothesis 3 with respect to affective commitmea been found.

Table 8 reports partial correlations between eaalear stage variable and
continuance commitment.

[Insert Table 8 around here]

This table shows that with respect to respondegesl 80 years or less, performance
management, job security, reward and teamwork sageificantly and positively
related to continuance commitment. Regarding redpais aged between 31 and 40
years, there was a significant and negative reiakip found between job security
and continuance commitment. There was also a pesiélationship found between
employee reward and continuance commitment reggndispondents aged 41 years
or more.

Regarding organisational tenure, no significaratrehships were found between
attitudes towards HR practices and continuanc¢hiose employed two years or less.
For those with between two and ten years’ servibere was a significant and
positive relationship found between job securityd atontinuance commitment.
Finally, there was a significant and positive rielaship between employee reward
and continuance commitment regarding those empl@Qegbars or more.

Table 9 reports multiple correlations for both earstage variables and HR
practice areas in the prediction of continuanceragment.

[Insert Table 9 around here]

This analysis shows evidence for a moderating emibe between employee age and
attitudes towards performance management in thelighien of continuance
commitment. Further examination of the partial etations presented in Table 8
indicates that attitudes towards performance manageare more positively related
to a ‘need’ to stay within the organisation amoagpondents aged 30 years or less.
On the basis of this finding, Hypothesis 3 is @itisupported. However, there was
no evidence to suggest that organisational tenuwrd@enated the relationship between
attitudes towards HR practices and the developwiecdntinuance commitment.

Partial correlations with respect to normative catnmant are presented in Table
10.

[Insert Table 10 around here]

For respondents aged 30 years or younger, significelationships were found
between career development, job design, resour@ngd integration, reward,
involvement and normative commitment. Employabilitgs negatively related to the
development of normative commitment among respastdeaged between 31 and 40
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years. No significant relationships were found lestwattitudes towards HR practices
and normative commitment for respondents aged ddsya older.

Regarding organisational tenure and normative cdmert, significant
relationships are evident regarding job design,ea@ardevelopment, employee
involvement and performance management for respuadeth service of two years
or less. In addition, significant relationships wdound between resourcing and
integration, employee reward, job security and radive commitment for
respondents with tenure between two and ten yBlarsignificant relationships were
found regarding normative commitment with respecthibse employed for 10 years
or more.

Table 11 shows multiple correlations for each efkky variables in the study and
normative commitment.

[Insert Table 11 around here]

Consistent with the previous analyses, the tabtavshthat career stage is not a
significant predictor of normative commitment. Thasignificant HR predictors are
career development, employee resourcing and irttegrgob design, performance
management and employee involvement. A significanterated relationship with
respect to employee age was also found regardiegicdevelopment, job design and
employability. Examination of the partial corretais in Table 10 shows that there is
a significant and positive relationship betweenséhepractices and normative
commitment for respondents aged 30 years or ldsis. Would suggest that when
these practices are viewed positively, employedhinvithis age category are more
likely to develop normative commitment. Furtherrsigant moderated relationships
were evident with respect to organisational tenanel attitudes towards career
development and employee involvement (p< 0.05).uiRétg to Table 10, the
analysis suggests that positive attitudes towdrelset practices among those with less
than two years’ service are associated with highlteof normative commitment.

DISCUSSION
The 'best practice' perspective posits that withivariety of organisational settings,
certain HR practices can be adopted which will d/i¢hvourable performance
outcomes. This research has unpacked and thenkezp#ite relationships between
career stage, attitudes towards HR practices amimtionent in order to examine
whether this perspective can be promulgated akethployee level. These findings,
though preliminary, provide support for this perdpes.

The research demonstrates that attitudes towardprd&ices and commitment
are differentially related to career stage, thugpstting hypotheses 1 and 2. For
example, it was found that respondents with lorsgvice viewed reward practices
more positively and resourcing and integration fpcas more negatively, when
compared to those with shorter service. It was &sad that older respondents held
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more negative attitudes towards opportunities foroivement and employment
security when compared to those in the younger eagegories. In addition,
respondents with longer tenure i.e. more than &amsy were more inclined to display
high levels of affective commitment and continuamcenmitment than were those
with shorter tenure. It is conceivable that empésyiith longer tenure occupy more
desirable positions, receive higher levels of esid rewards and have developed
closer relationships with work colleagues than ¢hesth shorter tenure (Mottaz,
1988; Meyer and Allen, 1997). For this reason, rtipeirceptions of 'sunk costs' or
investments in the organisation may be higherslialso likely that respondents
displaying high levels of continuance commitmentrcp&ve that their lengthy
experience with their present employer makes thesa employable elsewhere. The
findings suggest that career stage has relativitly influence in the development of
normative commitment. Though relatively few studiese investigated the influence
of demographic variables on normative commitmedng tinding has been supported
elsewhere (Hackett et al, 1994). These findingsally suggest that in seeking to
foster high commitment, the management of emploggeeriences across career
stages might be usefully considered by organisatidimey also seem to highlight
some difficulty in promoting a best practice pedpe at the individual level. The
findings relating to hypothesis 3, however, carddiuether light on this issue.

It was posited that career stage would moderatedlaionships between attitudes
towards HR practices and commitment (Hypothesis T3)is would imply that HR
practices might need to be configured accordingcdceer stage, thus leading to a
rejection of the best practice perspective at tmpleyee level. While the hypotheses
concerning career stage, attitudes towards HR ipescand commitment were supported
to varying degrees, an important finding in thespré study was that attitudes towards
HR practices did not interact with career stageredict affective commitment. This
finding implies that organisations seeking to emeaaffective commitment will benefit
little from configuring HR practices to ‘fit’ wittemployees’ career stages. Therefore,
consistent with a best practice perspective, timdirig implies that organisations can
adopt these practices across all categories ofamg$. The failure to find significant
interaction effects regarding affective commitmestimportant from a practitioner
perspective, since HR practices can be refined-defined while career stage can not.

The finding that organisational tenure, and not, agea significant predictor of
commitment is also important for organisations wanto retain skilled and experienced
staff. Though highly correlated with tenure, emgleyage does not necessarily signal the
presence of valued skills and experience to theesextent that length of experience
within an organisation does. This finding implidsat the development of affective
commitment represents an evolutionary process hat dttention to the factors that
influence affective commitment during the earli¢ages of an individual's career is
important.

1This argument applies to affective commitment aacker stage only, as it is possible that interactio
effects exist across other individual variablesex@mined in the study.
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The sub-group correlations performed across catege categories do provide some
general indications of ways in which affective coiment can be optimised in
organisations. In particular, they suggest thatyeaork experiences are important
determinants of organisational commitment. Thisingortant since the findings
indicate that both younger and shorter tenured eyegls are less likely to be
affectively committed to their organisation. Theagiices that were consistently
associated with higher levels of affective committnguring early career stages (both
age and tenure) were job design, employee involneared career development. This
suggests that organisations concerned with impgolawels of affective commitment
must emphasise these practices during early carages.

The analysis found that, in most cases, attitudesrds individual HR practices
did not interact with career stage to influencetecmance commitment. Interaction
effects were, however, evident with respect to eyged age, attitudes towards
performance management. This suggests that positiikedes towards performance
management among younger employees are likelyflicemmce levels of continuance
commitment. This is perhaps due to the expectdliahincreased rewards, perceived
as added investments, might result from the perdore management process.

A number of moderated relationships emerged reggrciireer stage and attitudes
towards HR practices in the prediction of normateenmitment. The analysis found
that both employee age and organisational tendegaicted with career development
in the prediction of normative commitment. The telaship between career
development and normative commitment was strorg@sing those employees aged
30 years or younger, and those employed by thentagi@on for two years or less. It
has been suggested that normative commitment carflbenced by investments that
seem difficult for employees to replicate (Meyedakllen, 1997). It therefore seems
that employees, who perceive that they are foreut@aenjoy promotion opportunities
at an early age, or during the early stages i teaure, are more likely to experience
feelings of obligation or indebtedness.

The analysis found further evidence for interacteffects between tenure and
attitudes towards employee involvement in the mtexh of normative commitment.
This finding implies that those with less than tyears of service who view employee
involvement practices positively, are more liketydisplay high levels of normative
commitment. Since employee involvement initiativdsmonstrate a concern for
employee interests, this is likely to result inipeccal feelings of concern and
obligation on the part of employees.

Further moderated relationships were evident reggreemployee age and
attitudes towards both job design and employabihtyhe prediction of normative
commitment. This suggests that more positive aisutowards job design among
those aged 30 years or younger are associated higter levels of normative
commitment. This finding implies that organisatibaHorts to improve the design of
jobs by optimising the use of skills and abilitigspviding interesting work and by
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promoting a high degree of autonomy, are assochaitit feelings of obligation to
remain among younger employees.

It was also found that positive perceptions of eyability were significantly
related to lower levels of normative commitment aghemployees aged between 31
and 40 years. This suggests that for this age cstegerceptions of one’s
employability outside the organisation are not esged with feelings of obligation to
remain. This finding is interesting because thatr@hship between employability for
this age category was negatively associated withtimeance commitment (i.e.
needing to remain), but was not related to affectiommitment.

In most cases, the significant interactions werpaggnt regarding younger or
shorter tenured employees, who were also thosdiketdg to display high affective
commitment. This implies that emphasising certaracfices during early career
stages may impact on levels of continuance or novex@ommitment. By doing so,
the overall performance and wellbeing of employaesng early career stages may
not be optimal, unless those practices associatdaffective commitment are also
emphasised.

The lack of focus on employee experiences of HRtj@s has represented a
notable weakness in the literature because it it fivith much of the rhetoric and
underlying theory in HRM. The focus of this resdémomn individual differences that
might impact on how employees view HR practices|, laow they subsequently view
their attachment to the organisation, has providetetter understanding of the
complex HR commitment relationship. Overall, thee@ch has implications for the
management of employee experiences of HRM, commitraed, indirectly at least,
for the management of performance within orgaroseti

REFERENCES
Aiken, Leona S. and West, Stephen G. 1991. MultiBlegression: Testing and
Interpreting Interactions. Newbury Park, CA: Sage.

Allen, Natalie J. and Meyer, John P. 1990. ‘The sneament and antecedents of
affective, continuance and normative commitmerth&organisation’, Journal of
Occupational Psychology, Vol. 63, No. 1, pp. 1-18.

Allen, Natalie J. and Meyer, John P. 1993. ‘Orgatianal commitment: evidence of
career stage effects?’, Journal of Business Rdsgedot. 26, No. 1, pp. 49-61.

Allen, Natalie J. and Meyer, John P. 1996. ‘Affeeti continuance and normative
commitment to the organisation: an examinationasfstruct validity’, Journal of
Vocational Behavior, Vol. 49, pp. 252-276.

Angle, Harold L. and Lawson, Marian B. 1994. ‘Orgational commitment and
employees’ performance ratings: both type of commait and type of
performance count’, Psychological Reports, Vol.N6, 3, pp. 1539-1551.

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES
WP 01-03
http://www.link.dcu.ie/publications/workingpaperseries/
© 2003, LInK, Edel Conway
Contact: edel.conway@dcu.ie



18

Arthur, Jeffrey B. 1994. ‘Effects of human resoursgstems on manufacturing
performance and turnover’, Academy of Managemeutnid, Vol. 37, No. 3, pp.
670-687.

Baron, James and Kreps, David 1999. ‘Consistent dmumesource management
practices’, California Management Review, Vol. Hib, 3, pp. 30-53.

Becker, Howard S. 1960. ‘Notes on concept of commaiit’, American Journal of
Sociology, Vol. 66, pp. 32-40.

Becker, Brian E. and Gerhart, Barry 1996. ‘The iotpaf human resource management
on organisational performance: progress and préspedAcademy of
Management Journal, Vol. 39, No. 4, pp. 770-801.

Benkhoff, Birgit 1997. ‘Disentangling organisatibneommitment: the dangers of the
OCQ for research and policy’, Personnel Review, Y6l No.1/2, pp. 114-131.

Buchanan, Bruce. 1974. ‘Building organizational coiment: the socialization of
managers in work organizations’, Administrative é8cie Quarterly, Vol. 19, pp.
533-546.

Caruana, Albert, Ewing, Mike and Ramaseshan, Ra®8.1'®rganisational commitment
and performance’, Proceedings of the Seventh Anw@ald Business Congress,
pp. 27-33.

Cherrington, David J., Condie, Spencer J. and Ewxglaynn J. 1979. ‘Age and work
values’, Academy of Management Journal, Vol. 22,3\Npp. 617-623.

Cohen, Aaron 1993. ‘Organizational commitment amdndver: a meta-analysis’,
Academy of Management Journal, Vol. 36, No. 5,1d@l0-1159.

Cron, William L. and Slocum, John W. 1986. ‘The lugince of career stages on
salespeople’s job attitudes, work perceptions, aedormance’, Journal of
Marketing Research, Vol. 23, No.2, pp. 119-129.

DeCaotiis, Thomas A. and Summers, Timothy P. 1987%ath analysis of the antecedents
and consequences of organizational commitment’, &uRRelations, Vol. 40, No.
7, pp. 445-470.

Delery, John and Doty, Harold 1996. ‘Modes of tl&ng in strategic human resource
management: tests of universalistic, contingenayamfigurational performance
predictions’, Academy of Management Journal, V8I.180. 4, pp. 802-835.

Edwards, Paul and Wright, Martyn 2001. ‘High-invetrent work systems and
performance outcomes: the strength of variabletimgant and context-bound
relationships’, International Journal of Human Rese Management, Vol. 12,
No. 4, pp. 568-585.

Gaertner, Karen N. and Nollen, Stanley D. 1989.reé@a experiences, perceptions of
employment practices and psychological commitmemtthie organisation’,
Human Relations, Vol. 42, No. 11, pp. 975-991.

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES
WP 01-03
http://www.link.dcu.ie/publications/workingpaperseries/
© 2003, LInK, Edel Conway
Contact: edel.conway@dcu.ie



19

Guest, David E. 1999. ‘Human resource managemehe-workers’ verdict’, Human
Resource Management Journal, Vol. 9, No.3, pp..5-25

Guthrie, James P. and Schwoerer, Catherine E. 108ter dogs and new tricks: career
stage and self-assessed need for training’, PRglisonnel Management, Vol. 25,
No. 1, pp. 59-72.

Hackett, Rick, Bycio, Peter and Hausdorf, Peted19urther assessments of Meyer and
Allen’s (1991) three-component model of organizagioccommitment’, Journal of
Applied Psychology, Vol. 79, No. 1, pp. 15-23.

Hall, Douglas T. and Schneider, Benjamin 1972. ft€ates of organizational
identification as a function of career pattern aodganizational type’,
Administrative Science Quarterly, Vol. 17, No.3, 8g0-350.

Herriot, Peter and Pemberton, Carole 1997. ‘Fatiiy new deals’, Human Resource
Management Journal, Vol. 7, No. 1, pp. 45-56.

Huselid, Mark A. 1995. ‘The impact of human res@unmanagement practices on
turnover, productivity and corporate financial penhance’, Academy of
Management Journal, Vol. 38, No. 3, pp. 635-672.

Iverson, Roderick D. and Buttigieg, Donna M. 1998ffective, normative and
continuance commitment: can the ‘right’ kind of aoitment be managed?’,
Journal of Management Studies, Vol. 36, No. 3,387-333.

Konovsky, Mary A. and Cropanzano, Russell 1991rcPied fairness of employee drug
testing as a predictor of employee attitudes ard gerformance’, Journal of
Applied Psychology, Vol. 76, No. 5, pp. 698-707.

Lawler Ill, Edward.E., Mohram, S.A. and Ledford,E5.Jr. 1998. Strategies for High
Performance Organisations. San Francisco: Jossgy-Ba

Lee, Thomas W. and Mowday, Richard T. 1987. ‘Voduity leaving an organisation: an
empirical investigation of Steer’'s and Mowday’s rabdf turnover’, Academy of
Management Journal, Vol. 30, No. 4, pp. 721-743.

Legge, Karen 1998. ‘The morality of HRM’, in Mabeyhristopher, Skinner, Denise and
Clark, Timothy (Eds.) Experiencing Human Resourcankbement. London:
Sage. pp. 14-30.

Lepak, David P. and Snell, Scott A. 1999. ‘The haomasource architecture: toward a
theory of human capital allocation and developmeitademy of Management
Review, Vol. 24, No. 1, pp. 31-48.

Levinson, Daniel J. 1978. The Seasons of a Mares Néw York: Knopf.

Lincoln, James R. and Kalleberg, Arne L. 1990. @l Control and Commitment: A
Study of Work Organization and Work Attitudes iretbnited States and Japan.
Cambridge: Cambridge University Press.

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES
WP 01-03
http://www.link.dcu.ie/publications/workingpaperseries/
© 2003, LInK, Edel Conway
Contact: edel.conway@dcu.ie



20

Lynn, Susan A., Cao, Le Thi and Horn, Betty C. 1996e influence of career stage on
the work attitudes of male and female accountingfgssionals’, Journal of
Organizational Behavior, Vol. 17, No. 2, pp. 13314

MacDuffie, John Paul 1995. ‘Human resource bundie$ manufacturing performance:
flexible production systems in the world auto inmy's Industrial Relations and
Labor Review, Vol. 48, No. 2, pp.197-221.

Mathieu, John E. and Zajac, D.M. 1990. ‘A reviewd aneta-analysis of the antecedents,
correlates and consequences of organisational conemi’, Psychological
Bulletin, Vol. 108, No. 2, pp. 171-194.

Mehta, Rajiv, Anderson, Rolph E. and Dubinsky, Aldn 2000. ‘The perceived
importance of sales managers' rewards: a carege $terspective’, Journal of
Business and Industrial Marketing, Vol. 15, Nopj3, 507-524.

Meyer, John P., Paunonen, Sampo V., Gellatly, Iagn@ffin, Richard D. and Jackson,
Douglas N. 1989. ‘Organisational commitment and pdrformance: it's the
nature of the commitment that counts’, Journal ppked Psychology, Vol. 74,
No.1, pp. 152-156.

Meyer, John P. and Allen, Natalie J. 1991. ‘A thceenponent conceptualisation of
organisational commitment: Some methodological @mations’, Human
Resource Management Review, Vol. 1, No.1, pp. 61-89

Meyer, John P., Allen, Natalie J. and Smith, CatfeerA. 1993. ‘Commitment to
organizations: extension and test of three-compooenceptualization’, Journal
of Applied Psychology, Vol. 78, No.4, pp. 538-551.

Meyer, John P. and Allen, Natalie J. 1997. Commitimia the Workplace: Theory,
Research and Application. Thousand Oaks, CA: Sage.

Meyer, John P., Irving, Gregory P. and Allen, Niatal. 1998. ‘Examination of the
combined effects of work values and early work edguees on organizational
commitment’, Journal of Organizational Behavior V9, No. 1, pp. 29-52.

Meyer, John P. and Smith, Catherine A. 2000. 'HRMcfices and organizational
commitment: test of a mediation model', Canadiaardal of Administrative
Sciences, Vol. 12, No. 4, pp. 319-331.

Meyer, John 2001. ‘Organisational commitment’, inoBer, Cary and Robertson, Ivan
(Eds.) Personnel Psychology and Human Resource dédament: A Reader for
Students and Practitioners. Chichester: Wiley 289-342.

Monks, Kathy and McMackin, John, 2001. ‘Designingdaaligning an HR system’,
Human Resource Management Journal, Vol. 11, Nop27-62.

Morris, Tim, Lydka, Helen and Fenton-O'Creevey, Kdm993. ‘Can commitment be
managed? A longitudinal analysis of employee com@itt and human resource
policies’, Human Resource Management Journal, ¥dNo. 3, pp. 21-42.

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES
WP 01-03
http://www.link.dcu.ie/publications/workingpaperseries/
© 2003, LInK, Edel Conway
Contact: edel.conway@dcu.ie



21

Morrow, Paula C. and McElroy, James C. 1987. ‘Wooknmitment and job satisfaction
over three career stages’, Journal of VocationalaBm®ur, VVol. 30, pp. 330-346.

Mowday, Richard T., Porter, Lyman W., and Steersch&d 1982. Employee
Organisational linkages: The Psychology of CommittneAbsenteeism, and
Turnover. New York: Academic Press.

Ogilvie, John R. 1986. ‘The role of human resour@nagement practices in predicting
organizational commitment’, Group and Organizatidtadies, Vol. 11, pp. 335-
359.

O'Reillly, Charles A. and Chatman, Jennifer A. 198Brganizational commitment
psychological attachment: the effects of compliangdentification and
internalization on prosocial behavior’, Journal Agplied Psychology, Vol. 71,
pp. 492-499.

Osterman, Paul 1987. ‘Choice of employment systemsnternal labor markets’,
Industrial Relations, Vol. 26, No. 1, pp. 46-67.

Patterson, Malcolm G., West, Michael, Lawthom, Relaeand Nickell, Stephen 1997.
Impact of People Management Practices on Busines®rfhance. London:
Institute of Personnel and Development.

Pfeffer, Jeffrey 1994. Competitive Advantage ThioiReople: Unleashing the Power of
the Workforce. Boston, MA: Stanford Graduate SchoblBusiness, Harvard
Business School Press.

Pfeffer, Jeffrey. 1998. The Human Equation: BuitdiRrofits by Putting People First.
Boston, MA: Harvard Business School Press.

Porter, Lynam W., Steers, Richard M., Mowday, Ridh@&. and Boulian, Paul V. 1974.
‘Organizational commitment, job satisfaction, amsinbver among psychiatric
technicians’, Journal of Applied Psychology, Vd, Bo. 5, pp. 603-610.

Katz, Ralph 1978. ‘Job longevity as a situationalctér in job satisfaction’,
Administrative Science Quarterly, Vol. 23, No. p, g04-222.

Kemp, Nigel J. and Cook, John D. 1983. ‘Job lontyeand growth need strength as joint
moderators of the task design-job satisfactiontigighip’, Human Relations,
Vol. 36, No. 10, pp. 883-898.

Roche, William 1999. ‘In search of commitment-otegh human resource management
practices and the conditions that sustain themirnk of Management Studies,
Vol. 36, No. 5, pp. 653-678.

Rusbult, Caryl E. and Farrell, Dan 1983. ‘A longiinal test of the investment model: the
impact on job satisfaction, job commitment, anchéwer of variations in rewards,
costs, alternatives and investments’, Journal giliéd Psychology, Vol. 68, No.
3, pp. 429-438.

Rothwell, Sheila 1995. ‘Human resource planningi, $torey, John (Ed.) Human
Resource Management: A Critical Text. London: Rexlgle.

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES
WP 01-03
http://www.link.dcu.ie/publications/workingpaperseries/
© 2003, LInK, Edel Conway
Contact: edel.conway@dcu.ie



22

Schalk, René and Freese, Charissa 1997. ‘New fadet®mmitment in response to
organisational change: research trends and thehDexperience’, in Cooper,
Cary L. and Rousseau, Denise M. (Eds.) Trends igafsational Behaviour.
New York: Wiley. pp. 107-123.

Shore, Lynn M. and Martin, H. J. 1989. ‘Job satitan and organizational commitment
in relation to work performance and turnover iniems’, Human Relations, Vol.
42, pp. 625-638.

Shouksmith, George 1994. ‘Variables related to wiggional commitment in health
professionals’, Psychological Reports, Vol. 4, Ropp. 707-711.

Somers, Mark John 1995. ‘Organisational commitméamntover, and absenteeism: an
examination of direct and interaction effects’, @ of Organizational
Behaviour, Vol.16, pp. 49-58.

Somers, Mark John and Birnbaum, Dee 1998. ‘Worateel commitment and job
performance: it's also the nature of performancat tbounts’, Journal of
Organizational Behavior, Vol. 19, No. 6, pp. 621463

Sturges, Jane, Guest, David and Mackenzie-Daveye R800. ‘Who's in charge?
Graduates' attitudes to and experiences of careanagement and their
relationship with organisational commitment’, Eueap Journal of Work and
Organisational Psychology, Vol. 9, No. 3, pp. 35D.3

Suliman, Abubakr and lles, Paul 2000. ‘Is contimearcommitment beneficial to
organisations? Commitment-performance relationshimew look’, Journal of
Managerial Psychology, Vol. 15, No. 5, pp. 407-422.

Super, Donald E. 1957. The Psychology of Careers:I#roduction to Vocational
Development. New York: Harper and Row.

Van Maanen, John. and Schein, Edgar H. 1979. Tawvardheory of organisational
socialization’, in Staw, Barry M. (Ed.) ResearciOrganizational Behavior, Vol.
1, Greenwich, CT: JAI Press, pp. 209-264.

Walton, Richard E. 1985. ‘Towards a strategy ofigtig employee commitment based
on policies of mutuality’, in Walton, Richard E. dauhawrence, Paul R. (Eds.)
HRM: Trends and Challenges. Boston: Harvard Busiigghool.

Whitfield, Keith and Poole, Michael 1997. ‘Orgamgi employment for high
performance: theories, evidence and policy’, Orgation studies, Vol. 18, No. 5,
pp. 745-764.

Wiener, Yoash 1982. ‘Commitment in organizationsaamative view’, Academy of
Management Review, Vol. 7, No. 3, pp. 418-428.

Wood, Stephen 1995. ‘The four pillars of HRM: aneyt connected?’, Human Resource
Management Journal, Vol. 5, No. 5, pp. 48-58.

Wood, Stephen 1996. ‘High commitment managementpaydhent systems’, Journal of
Management Studies, Vol. 33, No. 1, pp. 53 — 76.

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES
WP 01-03
http://www.link.dcu.ie/publications/workingpaperseries/
© 2003, LInK, Edel Conway
Contact: edel.conway@dcu.ie



23

Wood, Stephen 1999. ‘Getting the measure of thastoamed high-performance
organisation’, British Journal of Industrial Retats, Vol. 37, No. 3, pp. 391-417.

Wood, Stephen and de Menezes, Lilian 1998. ‘Highro@ément management in the UK:
evidence from the workplace industrial relationsrvey and employers'
manpower and skills practices survey’, Human Reteti Vol. 51, No. 4, pp. 485-
515.

Youndt, Mark, Snell, Scott, Dean, James and Lepkyid 1996. ‘Human resource
management, manufacturing strategy, and firm perdoice’, Academy of
Management Journal, Vol. 39, No. 4, pp. 836-866.

THE LEARNING, INNOVATION AND KNOWLEDGE (LINK) RESEARCH CENTRE WORKING PAPER SERIES
WP 01-03
http://www.link.dcu.ie/publications/workingpaperseries/
© 2003, LInK, Edel Conway
Contact: edel.conway@dcu.ie



TABLES AND FIGURES

24

Table 1: Summary of ‘High Commitment’, ‘High Perfor mance’, ‘Best’ HR Practices

HR Practice Areas

Key Characteristics

Examples From the
Literature

Recruitment &

Selective recruiting/ recruitment

Huselid, 1995; Ichniowski €

—

Selection intensity; Focus on trainability and al, 1997; Wood, 1996, 1999a.
commitment; Human relations
skills in selection
Socialisation Extensive socialisation Arthur, 1994; Pattersoal et
1997.
Job Design Broad job descriptions; Flexible | Arthur, 1994; Ichniowski et
working; Job rotation; Teamwork | al, 1997; MacDuffie, 1995;
Patterson et al, 1997; Wood

1996.

Communication/
Participation

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

1998
Wood

Lawler et

MacDuffie,

al,
1995;

Arthur, 1994; Huselid, 1995;

1996; Wood & DeMenezes

Py

1998.
Training Induction training; Formal training; Arthur, 1994; Huselid, 1995;
Re-training; On-the-job training;MacDuffie, 1995; Patterson
Cross-training et al, 1997; Wood, 1996,
1999a.
Performance Formal Appraisals; Results-Delery and Doty, 1996
Management oriented; Merit-based Huselid, 1995; Wood, 1996,
Youndt et al, 1996.
Career Promotion from within; CareerHuselid, 1995; Pfeffer, 1994,
Development ladders and progression, Internd998; Wood, 1996, 1999a.
recruitment
Employee Reward | High rewards; Salaried workers; | Arthur, 1994; Delery and
Incentive pay; Team rewards; Doty, 1996; Huselid, 1995;
Extensive benefits; Profit sharing;| Ichniowski et al, 1997
Stock ownership MacDuffie, 1995.
Job Security High job security Delery and Doty, 1996;

Huselid, 1995; Wood 1996.
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Table 2: Human Resource Management Practices: Sangltems

HR PRACTICE AREAS

SAMPLE ITEMS

Resourcing and Integration

This company makesyesféort to attract and hire the
most highly skilled people in the industry

Communication

All important information about tb@mpany is
communicated to employees

Job Design My job is designed in a way which eesiphe to make ful
use of my skills and abilities

Socialisation The organisation takes sufficieapstto ensure that new
employees know ‘how things are done around here’

Training Overall, | feel that the training | regeienables me to do

my job efficiently

Career Development

| feel I have all the oppottesil need to be promoted

Performance Management

| understand the basiswph my performance is
assessed

Job Security

| feel | have a high degree of jotusigy here

Employability The skills | have developed here Vdooe useful in anothe
similar organisation

Reward | feel that the pay | receive accuratefigcts my
contribution

Teamwork There is not enough emphasis on teaminane
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Table 3: Correlations and Reliabilities for Measures

MEASURES M SD 1. 2. 3. 4. 5. 6. 7. 8. 9. 10. 11. 12. 13. 14. | 15 16. 17. 18.
1. Affective -.19 T2 | (B

2. Continuance -40 .60 28 | (76)

3. Normative -45 | .62 40 A4 [ (73

4. Involvement -11 87 41 08 15 | (84)

5. Resourcing 02 72 33 08 18 40 | (7

6. Training -12 | 87 | 36 09 .09 40 43| (7T

7. Career Development -42 79 44 01 20 41 44 A2 1 (7D

8. Performance Management | 23 .80 38 13 17 43 28 40 45 | (80)

9. Tob Security* 25 | 115 | 17 A1 [ -02 | 19 07 15 07 | 14

10. Emplovability 1.09 | .68 26 A2 | .01 28 28 33 34 | 36 A4 (7

11. Reward -08 | 86 37 23 16 | 16 28 20 36 | 27 A0 | 20 | (8D

12. Job Design 43 o0 | 46 | -06 | 16 | 28 23 36 57 ] 40 03 35 27 | (76)

13 Teamwork 12 96 | 30 18 11 30 25 39 27 | 48 17 2 08 11 30)

14. Emplovee Age 251 | 8 12 08 01 | -22 | -13 | -06 | 04 | -04 [ -23 | -06 | 14 21 | -15

15. Tenure (years) 66 | 142 | 24 29 02 ] -16 | -20 | -02 | -00 | 04 [ -06 | .02 24 A1 | -04 | &2

16. Position 230 | 145 | 16 23| -12 | -10 | 09 08 27 04 | -20 | 18 10 38 | -11 | 43 31

17. Education 431 | 112 | -04 | -27 | -26 035 07 12 .19 05 | -01 | 23 [ -00| 19 | -02 | -01 | -20 | 32
18.Gender 1.51 50 | -06 | -00 04 01 03 | -03 | -05 | -05 17 | -07 [ -03 | -11 00 | -19 | -12 | -28 16
Note: All coefficients above .12 are significant at p<&).@nd above .16 are significant at p< 0.01.

*Single item measures above .09 are significapk&t05, and above .12 are significant at p< 0.01.
Scale reliabilities for relevant measures are rggbin parentheses in the upper diagonal for eachable.
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Table 4: Partial Correlations: Commitment and Caree Stage Variables

Employee Age

Employee Age

Organisational

Organisational

(Tenure) Tenure Tenure
(Age)
Affective 2% -.03 24** 21**
Commitment
Continuance .08 -.13* 29** 31
Commitment
Normative .01 .00 .02 .01
Commitment

Note: Variable in parentheses has been partialled*ooit< 0.05** p < 0.01

Table 5: Partial Correlations: HR Practice Areas ard Career Stage

HR Practice Area Age Age Tenure Tenure
(Tenure) (Age)
Employee Involvement - 22%* -.15* -.16* -.05
Resourcing & Integration -.13* -.01 -.20%* -6
Training -.06 -.05 -.02 .02
Career development .04 .05 -.00 -.03
Performance -.04 -.08 .04 .08
Management
Job Security -.23*%* -.19%* -.06* .01
Employability -.06 -.08 .02 .07
Reward 14* -.01 24%* .20**
Job Design 21* 12 A1 -.00
Teamwork -.15* -.16* -.04 .07

Note: Variables in parentheses have been partialled*qu& 0.05** p < 0.01

Table 6: Partial Correlations: Career Stage, HRM Pactice Areas and Affective

Commitment
<30 |31-40yrs.| 4l1l+yrs. <2 yrs. 2-10 yrs. | 10 yrs. +
rs.

Involvement .34/17*** .38** A46* A2rx Vi el ATHrx
Resourcing & | .40*** A7 A4* 35** 34** 31*
Integration
Training AB*r* 22 .30 .38** .36%* ABFH*
Career Devel. Vi el Vil .32 AT 37 A4**
Performance | .36*** .28* 53** .38** .24* A45**
Magt.
Job Security .25%* .38** 24 A7 28** 33*
Employability | .23** 17 53** 21 21%* .32*
Reward 34%** A1 A2* .20 32%* .36%*
Job Design AT A3 .29 Re Ll 39*** Ax*
Teamwork 32%** .32 21 39** 21 34*
n. 130 58 22 72 85 53

*p < 0.05/*p < 0.01** p < 0.001
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Table 7: Multiple Correlations: Affective Commitment Regressed on Career Stage

Variables, HRM Practice Areas and their Interactions

Career Stage HR Practice Age X HR Tenure X HR
Area Practice Area Practice Area

Employee 21* 4Qrrx 49 .49
Involvement
Resourcing & 21* AL 41 A2
Integration
Training 22*% A4 44 44
Career development 21* AQrrx 49 .49
Performance 21 A 2krx 42 42
Management
Job Security 22* NG Rl 31 31
Employability 21* 34xx* .34 .35
Employee Reward 21* /N R 41 41
Job Design 21* 50*** .50 .50

*p<0.05+*p < 0.01** p < 0.001

Table 8: Partial Correlations: Career Stage, HRM Pactice Areas and Continuance

Commitment

< 30 yrs. 31-40 yrs. 41+ yrs. < 2yrs. 2-10 yrs. 10 yrs. +
Involvement .19 .04 -17 .08 A1 .07
Resourcing & .10 .20 A1 .08 .08 13
Integration
Training A7 21 -.24 .23 12 .06
Career Devel. .06 .01 =21 .18 -12 -.05
Performance .18* -.02 -.06 .15 .00 .09
Magt.
Job Security .19* 22 -.18 .07 29%* 15
Employability -05 -.29* -.28 -.19 -17 =11
Reward .22* .18 A2* .03 19 .33*
Job Design -.06 -.05 -.23 -.03 -.18 -.01
Teamwork .22* .03 -.08 .22 .10 .08
n. (Range) 130 58 22 72 85 53

*p < 0.05/*p < 0.01** p < 0.001
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Table 9: Multiple Correlations: Continuance Commitment Regressed on Career Stage
Variables, HRM Practice Areas and their Interactions

Career Stage | HR Practice Age X HR Tenure X HR
Area Practice Area | Practice Area

Employee 35%** .36 .38 42
Involvement
Resourcing & .36%** .38 .38 .38
Integration
Training .35%** .37 .37 37
Career .36%** .36 .36 37
development
Performance .35%*F* 37 .39* .39
Management
Job Security .35%** .38** .38 40
Employability .35%** 37* .39 .39
Employee .36%** A0** 40 41
Reward
Job Design .35%** .36 .37 .37

*p<0.05+*p < 0.01** p < 0.001

Table 10: Partial Correlations: HRM Practice Areasand Normative Commitment

<30yrs. | 31-40 yrs.| 41+ yrs.| <2yrs. 2-10yrs. | 10yrs. +
Involvement A7* -.08 27 33 -.05 .10
Resourcing &| .25** -.14 40 .16 24* -.07
Integration
Training .16 -.16 13 A2 A3 -10
Career Devel.| .37*** -13 -.04 ABrrx .08 -13
Performance .20* -.08 27 29* .05 -.02
Mgt.
Job Security .03 .03 A2 .00 21* -.19
Employability 15 -.34** .25 A3 -.05 -11
Reward .20* -.05 .36 .03 22* 21
Job Design 33F** -.18 .01 Ahrrx .04 -12
Teamwork 13 -.05 .06 .20 -.01 .02
n. (Range) 130 58 22 72 85 53

*p < 0.05/*p < 0.01** p < 0.001
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Table 11: Multiple Correlations: Normative Commitment Regressed on Career
Stage Variables, HRM Practice Areas and their Inteactions

Career HR Practice Age X HR Tenure X HR
Stage Area Practice Area | Practice Area
Employee .08 15* 15 .22*
Involvement
Resourcing & .07 A7 19 .20
Integration
Training .08 A1 A2 A2
Career .09 19%* 27 .30*
development
Performance .07 A15* A7 19
Management
Job Security .08 .08 .09 A2
Employability .08 .08 15* 15
Employee Reward .06 .18** .18 21
Job Design .08 .16* 24** 27

*p < 0.05+*p < 0.01** p < 0.001
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