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Abstract: Several factors have been proposed to have influence over organizational commitment; among 

some of those prominent factors are human resource management practices. However, among the prominent 

studies on the said relationship; the reported findings are inconsistent. Therefore, it is proposed to 

incorporate a moderating variable to further explain this relationship. The current study proposed coworker 

support as moderator on the relationship between HRM practices and organizational commitment. 
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1.0 Introduction 

Organizational commitment has been defined by 

different researchers in various ways in social 

science. Meyer and Allen (1991) defined that 

organizational commitment is the attachment and 

loyalty of employee toward the organization. 

According to Porter et al. (2004), the word 

commitment refers to employee sense of 

attachment with the organization and willingly 

acceptance of the organizational goals. Based on 

these statements, in general, organizational 

commitment can be defined as emotional 

association of employees with their organization 

and their willingness to accept the rules, goals and 

want to remain part of organization 

In the fast growing technological changes now 

every organization know the significance of the 

organizational commitment because of its 

outcomes Omar, Anuar, Majid & Johari, 2012; 

Paillé, Fournier & Lamontagne, 2011). According 

to Demirel & Goc, (2013); Chughtai and Zafar 

(2006), organizational commitment plays 

significant role for the success of any organization. 

When, the employees are devoted and willing with 

the goals of the organization, such worker benefits 

the organization by putting more efforts to achieve 

the organizational goals (Sial, Jilani, Imran & 

Zaheer, 2011). Similarly, Yurchisin, Park and 

O‟Brien (2010) stressed that dedicated worker 

always put more efforts to perform better. The 

same, Eisenberger, Huntington, Hutchison and 

Sowa (1986) supported with social exchange 

theory (SET), when employee received benefit 

from the organization, in same way employees feel 

satisfied and work hard for the benefit of the 

organization. Prior studies have found mix finding 

in their studies.  

Although, several studies have been conducted on 

organizational commitment, however based on 

literature reviewed there is lack of literature 

available and further research is needed to 

investigate the relationship between HRM (training 

and development, compensation and performance 

appraisal) and organizational commitment (Ahmad 

& Islam 2011; Chughtai and Zafar, 2006). 

Furthermore, Walia and Bajaj, (2012) highlighted 

that good HRM Practices (training and 

development, compensation and performance 

appraisal) influence organizational commitment. 

Other researchers Meyer and Allen (1997) also 

identified that HRM practices affect organizational 

commitment significantly. 

It is therefore evident that HRM Practices are 

imperative indicators that influence organizational 

commitment. However, there is limited research 

conduct on the above relationship and mostly the 

findings are inconsistence in prior studies. Hence, 

there is need to investigate further the above 

relationship for better understanding. This 

relationship will be contribute to the body of 

knowledge and will fill the gap in the literature. 

The present study will also help the practitioners 

and policy maker to develop adequate policies to 

enhance the commitment level of their employee in 

order to perform better and achieve organizational 

goals.  

2.0 Literature review  

2.1 Human Resource Management Practices 

and Organizational Commitment 

Several scholars have explained HRM in numerous 

ways. According to Mondy and Noe, (2005) HRM 

practices are policies and strategies executed by an 

organization to make sure employees work 

efficiently to achieve the organizational goals. 

HRM contain practice and policies for their staffs it 

comprised selection, compensation, training, carrier 

planning and performance appraisal (Qureshi, 

Akbar, Khan, Sheikh & Hijazi, 2010). HRM 

practices have been recognized as a basis of 

business revenue (Mathis & Jackson, 2004). 
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Similarly, Collins and Clark, (2003) specified that 

organization can emphasis on HRM practices to get 

competitive advantage. Likewise, study by Noe 

(2008) stressed that HRM practices play a vital role 

in motivating, attracting and enhancing employee 

commitment. 

Prior scholars put more efforts to know further that 

how HRM practices help the organization to 

achieve their goals and increase the performance of 

their employees (Ahmad & Schroeder, 2003; 

Boselie, Paauwe & Jansen, 2001). In the field of 

organizational psychology and human resource 

management, the influence of HRM practices on 

individual performance level, organizational 

performance level is an imperative issue. 

According to Rhoades, Eisenberger, & Armeli, 

(2001), those employees who are more motivated 

put more efforts in the organization. However, 

there is still need to study of how these HRM 

practices influence the attitudes, behavior and 

perceptions of the individual employee (Deery, 

2002; Harley, 2002).  

According to Newman and Nollen, (1996) and 

Gardner, Park, Moynihan & Wright (2001) HRM 

practices differ from organization to organization, 

some practices may useful for one organization and 

may not be adequate for another origination. Thus, 

all these studies may not be sufficient and more 

research is needed to understand the nature of 

HRM and the effect on organizational commitment. 

Thus, the current study is also expected to fill the 

gap in body of knowledge by including the three 

main HRM practices in this study (i.e. training and 

development, compensation and performance 

appraisal).  

2.1.1 Training and Development  

It is one of the main HRM practices. Nowadays, 

organizations focused on training and development 

to get Strategic precedence (Schuler & Macmillan, 

1984).  It also play vital role to assist, improving 

and enhancing the individual employee skills, it 

also help the organization to maintain the 

performance to get competitive advantage (Liu, 

2004; Tsai and Tai (2003).  

According to Liu (2004), training and development 

enhance one‟s ability, and help workers to triumph 

career development and improve work capability. 

Similarly, Chang, (1999) discussed that when 

organization provide adequate training programs 

employee will be more satisfied and committed 

with the organization. Previous study done by 

Chughtai and Zafar (2006) found that training and 

development have imperative correlation with 

organization commitment. This suggests that the 

more training programs provided by organization 

to their employees the more it helps to enhance the 

employee commitment level. Likewise, Chung 

(2013) also showed that the association between 

training and organizational commitment is 

imperative. The findings also concluded that 

training increases the employee satisfaction and 

commitment level. 

However, some prior studies argued that there is no 

evidence that training helps to enhance 

organizational commitment and reduce turnover 

(Batt, Alexander, Colvin & Keefe, 2002; Noor, 

2009; Way, 2002).  

Thus, regarding the link between training and 

development and organizational commitment not 

clear, due to lack of evidence and mixed results 

more research is needed to better understand the 

above link.  Consequently, present study proposes 

the following: 

Proposition 1: There is significant relationship 

between training and 

development and    

organizational commitment.  

2.1.2 Compensation  

Another main HRM practices is compensation. 

According to Mondy (2008) compensation mean 

salary received by workers for their services. 

Similarly, Cryne (2004); Parker and Wright (2000) 

also stated that compensation play important role in 

attracting, motivating and retaining skilled 

employee. Another study by Chiang and Birtch 

(2011) also highlighted that compensation becomes 

crucial part for each organization. Organization 

need to offer adequate compensation system in 

order to enhance the employee commitment 

(Chiang & Birtch (2010). 

Furthermore, study conducted by Yaseen (2013), 

also showed that there is significant influence of 

compensation on job satisfaction and 

organizational commitment. When employee feels 

that they are receiving sufficient compensation, 

they stay longer in the organization.  Similarly, 

Barton (2002) showed that remuneration play 

significant role in attracting, retaining and 

enhancing organizational commitment. Employees 

show positive attitude toward organization when 

they receive satisfactory compensation. In the same 

way Saeed et al, (2013); Igbaria and Greenhaus, 

(1992) stated that compensation is positively 

associated with organizational commitment. When 

employees receive adequate wherewithal from the 

organization, this leads to higher organizational 

commitment. Another study by Eliyana, Yusuf and 

Prabowo (2012) also revealed that compensation 

have important effect on enhancing organizational 

commitment. When employees are not receiving 

sufficient wherewithal, they may have negative 

attitude toward the organization.   Thus, employee 

commitment will be stronger if they are satisfied 

with the compensation.   

However, the findings of Imran and Ahmad (2012) 

were not in line with the prior study and found that 

compensation is not statistically correlated to 

organizational commitment. Due to variation in 

finding more research is needed for understanding 
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the relationship between compensation and 

organizational commitment. So, the following 

relationship is proposes.  

Proposition 2: There is significant relationship 

between compensation and 

organizational commitment.  

2.1.3 Performance Appraisal  

Raihan (2012) and Waldman, Bass and Einstein 

(1987) described that performance appraisal is 

periodically valuation of workers performance by 

their supervisors. Performance appraisal is one of 

the HRM important tools; it helps both the 

organization and their employees to increase the 

worker capabilities and productivity in the 

organizations (Rahman, 2006; Brown & Benson, 

2003). Rahman (2012) and Scott (2001) 

highlighted that performance appraisal is also used 

as measuring tool for gathering information and it 

help to gauge capabilities of employee.  

According to Shahnawaz and Juyal (2006), 

performance appraisal help to enhance the 

commitment level of employee. When employees 

are evaluated properly and fairly against their work 

they feel satisfied and it enhances their 

commitment level. Similarly, another study by 

Jehad and Farzana (2011) also showed that 

performance appraisal play significant part in 

increasing employee commitment. The result also 

concluded that fair performance appraisal is 

necessary and play important part in the enhancing 

organizational commitment. It is concluded that 

when employees are not dealt fairly, it affect the 

commitment level of the employee toward the 

organization.   

However, Sial, Jilani, Imran and Zaheer (2011) 

found that performance appraisal is not 

significantly associated with organizational 

commitment. Likewise, Riaz, Ayaz, Wain and 

Sajid (2012) also showed that performance 

appraisal is not significantly related to 

organizational commitment. Therefore, due to 

contradictory outcomes more research is required 

to probe further the performance appraisal 

relationship with organizational commitment. So, 

the present study proposes the following: 

Proposition 3: There is significant relationship 

between performance 

appraisal and     

                        organizational commitment.  

2.2 Coworker Support as Potential Moderating  

According to Sias, (2009) coworker means 

colleague working in the same organization at same 

level and work together for the support of 

organization. Similarly, Fairlie (2004) explained 

that coworker refers to the employee who work 

their job and have communication at same level in 

the organization. Employees work better when they 

work together (Leonard & Leonard, 2003). Another 

research by Brownell, Adams, Sindelar, Waldron 

and Vanhover (2006) also highlighted that 

coworker support is very essential in enhancing the 

commitment level of employees.   

Prior studies such as Wang, Odell and Schwille 

(2008) also highlighted the positive outcome of the 

coworker support such as decrees job stress, 

attitude toward teaching, increased motivation, 

improve job efficiency, support new colleague‟s, 

enhanced professional development and develop 

trust amongst workforce. It is evidence that 

coworker support have the ability to create friendly 

or unfriendly environment. Furthermore, when 

coworkers are more supportive and helpful it 

makes the work easier which increases the 

motivation level employees (Luthans, 1993; 

Ellickson & Logsdon, 2001).  

The current study concentrate on coworker support, 

because it is colleague who always  in interaction 

with other colleague daily at organization and 

sharing their information, skills, idea, and 

providing support (Zhou & George 2001). Another 

study done by Babin and Boles, (1996) highlighted 

that coworker play important role in the 

development of helpful environment. However, 

empirical results on HRM practices have mixed 

finding from prior studies for example, Chung 

(2013); Imran and Ahmad (2012); Rahman (2012); 

Sial, Jilani, Imran and Zaheer (2011) and Yaseen 

(2013) Such contradictory outcomes suggest that 

moderating variable should be incorporated to 

understand the in-depth relationship. According to 

Baron and Kenney (1986), a moderator variable is 

third variable usually incorporated when the 

association between independent variable and a 

dependent variable is found to be inconsistent or 

weak. 

Additionally, Bateman (2009) argued that 

coworker can make working environment pleasant 

or unpleasant, there are very few research available 

on the coworker as moderator variable. Therefore, 

it is important to probe the moderating effect of 

coworker support on the association between HRM 

practices and organizational commitment. This 

paper proposes that coworker support might 

moderate the above stated relationships.  

Furthermore, numerous studies have investigated 

coworker support as moderator on the relationship 

with TQM implementation and organization 

performance (Joiner, 2007), task characteristics and 

mental strain (Karasek, Triantis and Chaudhry, 

1982) procedural justice, distributive and 

psychological distress (Salek, Aube and Morin, 

2009). However, there is no evidence available that 

coworker support as moderator have examined 

with HRM practices and organizational 

commitment.  

Similarly, the proposed relationship is also 

supported by SET (Setton, Bennett & Liden, 1996). 

SET is based on quid pro quo means when 
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employee felt that their coworker and supervisor 

are supportive, employee will be more committed 

and will put more efforts for the benefit of the 

organization (Bowling, Beehr, Johnson, Semmer, 

Hendricks & Webster, 2004). In same vein, this 

view is also supported by Carlson and Perrewe, 

(1999) when employees feels that they were 

encourage and motivated by the coworker, 

supervisor or organization, they were more devoted 

and committed toward organization. When there is 

supportive and strong relationship between 

coworkers at work place, there is less chances of 

work conflict among coworker (Woo & 

Chelladurai, 2012). Hence the following 

proposition is offered: 

Proposition 4: Coworker support moderate the 

relationship between HRM 

practices (training and 

development, compensation and 

performance appraisal) and 

organizational commitment. 

2.5 Proposed Research Framework 

Based on the literature review, a proposed research 

framework for this study illustrating the 

moderating effect of coworker support on the effect 

of HRM practices on organizational commitment is 

showed in Figure 1. 

 

 

            Figure 1: proposed research framework 

In explaining the moderating effect of coworker 

support on the relationship between HRM practices 

on organizational commitment, the present study 

proposes that HRM practices work in better manner 

with the supporting role of coworker support and it 

enhance the employee commitment level, similarly 

this notion is also supported by SET (Setton, 

Bennett & Liden, 1996). It is proposed that SET 

would provide empirical support for the 

moderating effect of coworker support on the 

above stated relationship. 

 

2.6 CONCLUSION 

This paper has proposed the moderating role of 

coworker support on the relationship between 

HRM practices and organizational commitment as 

showed in Figure 1. If the proposed framework is 

used to investigate moderating effect of coworker 

support on the relationship between HRM practices 

and organizational commitment, the result will 

provide valuable contribution in organizational 

behavior. It will also help the policy makers to 

consider proper policies and strategies to increase 

the organizational commitment.  
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