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Abstract 

This study was undertaken to measure employees’ perception of their affective, normative and continuance 
commitment in relation to the prevailing developmental climate within the Nigerian banking sector in the context 
of reforms and change. The sample comprised 303 employees of selected recapitalized Nigerian commercial 
banks. Data for the study were gathered through self-administered questionnaire. The data collected were 
subjected to appropriate statistical analysis using the Statistical Package for Social Scientists (SPSS) to produce 
the mean, standard deviation, variance and Pearson product moment correlation coefficient of variables. The 
formulated hypothesis was tested at 0.01 level of significance and the result of statistical analysis indicated the 
existence of positive relationship between HRD climate and Organizational Commitment.  
Keywords: Human Resource Development climate, Affective, Continuance and normative commitment, 
Training, Nigerian commercial banks 

1. Introduction 

Globally, the 21st century economic landscape has become volatile and unstable. Thus, firms must continue to 
reinvent themselves in order to maintain the competitive edge. The current rise in knowledge work, as well as 
reduced product life cycle time, workforce diversity, flatter, leaner and more participative organizations have put 
priority on human capital as the major strategic asset of organizations that strive for sustainable competitive 
advantage (Akinyemi, 2007; Becker, Huselid, & Ulrich, 2001; Kearns, 2004; Mercer, 2003; Pfeffer, 1998; 
Torraco & Swanson, 1996; Ulrich, 1998; Wright, 1999). It is in the interest of organizations to constantly look 
for opportunities to acquire and apply actionable knowledge, expertise, and imagination to satisfy constantly 
changing customer needs and demands. For the Nigerian banking industry to cope with mounting local and 
global competitive pressures, the need for human capital transformation is imperative. Attention should be given 
to human resource development with a view to filling existing skill gaps so as to meet current and anticipated 
future organizational needs (Akinyemi, 2008). 

In view of the foregoing, investigating the impact of HRD climate on employee attitude in the banking industry 
is significant. The Nigerian banking sector “plays the important role of promoting economic growth and 
development through the process of financial intermediation” (Sanusi, 2011). Currently, the sector is undergoing 
series of reforms that have drastically reduced its number and with serious implications for human resources 
management. For instance, the reconsolidation exercise of the year 2005 shrinked the number of commercial 
banks in Nigeria to twenty five (25) from eighty nine (89) through mergers and acquisitions. This led to drastic 
reduction in the number of employees as the commercial banks embarked on downsizing. The banks also had to 
grapple with the challenge of attracting, engaging, developing and retaining talents. The dynamic nature of the 
banking industry as well as its relevance in promoting economic growth and development make it an ideal sector 
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to focus on in this research. In addition, there is paucity of empirical research linking developmental climate to 
employee attitude in the Nigerian banking industry.  

The results of the study promise to be of immense benefit to banks' management as they reveal the prevailing 
attitude of banks' employees towards organisational developmental climate. Management is, therefore, able to 
understand the perceptions of employees and resolve any form of existing or impending problems that are 
capable of undermining the overall goals or objectives of change. 

2. Background 

Human Resource Development (HRD) has been defined in various ways. Chalofsky (1992) defines it as “the 
study and practice of increasing the learning capacity of individuals, groups, collectives, and organizations 
through the development and application of learning-based interventions for the purpose of optimizing human 
and organizational growth and effectiveness.” As a function within an organisation, it “plays a principal role in 
enhancing the long-term sustainability of organizations and has the potential to help cultivate organizations that 
positively influence individuals, communities, society, and the environment” (Hatcher, 1999). According to 
McLean and McLean (2001:10) HRD is “any process or activity that, either initially or over the long term, has 
the potential to develop ... work-based knowledge, expertise, productivity and satisfaction, whether for personal 
or group/team gain, or for the benefit of an organization, community, nation, or, ultimately, the whole of 
humanity.”  

Stating the major purpose of HRD, Sampson (2005) stressed that it “is to change behaviour through training and 
other incentives.” McKenna (2000) is of the view that developing employees' skills on the job, including 
interactive skill results in favourable impact on the level of morale, which, in turn, enhances commitment to the 
organization. As a function within an organization, HRD provides opportunities for an individual worker to 
improve current and future job performance, while simultaneously best utilizing human capital in order to 
improve the efficiency of the organization itself. Ideally, well-developed and well-implemented HRD systems 
are integral to the company’s strategic plan and benefit both the employee and the company. In essence, HRD is 
a potential tool for individual, group and organisational change and transformation. It therefore needs a 
conducive environment or climate for it to thrive and achieve intended goal. 

HRD comprises of developmental functions such as formal and informal training, career development, 
performance management and development, organizational development, coaching and mentoring.  The focus 
of HRD is on developing the most superior workforce so that the organization and individual employees can 
accomplish their work goals in service to customers. Stating the major purpose of HRD, Sampson (2005) 
stressed that it “is to change behaviour through training and other incentives.” McKenna (2000) is of the view 
that developing employees' skills on the job, including interactive skill results in favourable impact on the level 
of morale, which, in turn, enhances commitment to the organization. 

2.1 Human Resource Development Climate 

Webster's dictionary (1992) defines climate as: (1) the prevailing or average weather conditions of a place, as 
determined by the temperature and meteorological changes over a period of years; (2) any prevailing conditions 
affecting life, activity, etc.; and (3) a region considered with reference to the kind of weather prevailing there. In 
Organization context, climate consists of the prevailing conditions within the organization that affect the life of 
employees and the activities within the organization (Smith, 1988). Reichers & Schneider (1990:22) define 
organizational climate as the “shared perceptions of organizational policies, practices, and procedures, both 
formal and informal.” It is also defined as “a characteristic of an organization which . . . embodies members' 
collective perceptions about their organization with respect to such dimensions as autonomy, trust, cohesiveness, 
support, recognition, innovation and fairness ...” (Moran and Volkwein, 1992:20). Climate is also “the relatively 
persistent set of perceptions held by organization members concerning the characteristics and quality of 
organizational culture (French et al. 1985). 

HRD climate is an integral part of the prevailing general organizational climate which may include 
characteristics such as: importance given to human resource, openness of communication, encouragement given 
to risk-taking and experimentation, feedback given to employees to make them aware of their strengths and 
weaknesses, a general climate of trust, faith in employee's capabilities, employees' tendency to assist and 
collaborate with each other, team spirit, tendency to discourage stereotypes and favouritism, and supportive 
personal policies and practices. For a positive HRD climate to prevail within an organization, it must be built on 
eight important culture characteristics identified by Rao and Abraham (1990). These characteristics are: 
Openness, Confrontation, Trust, Autonomy, Proaction, Authenticity and Collaboration (OCTAPAC). However, 
organizations differ in the extent to which they are able to align with these characteristics. 
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Schein (1992:231) suggests that in newer organisations, organisational climate reflects the assumptions held by 
its leadership. In the organisation's latter life, however, cultural assumptions tend to dominate the climate. Such 
assumptions affect the climate via 6 primary embedding mechanisms such as:  

•   What leaders pay attention to, measure, and control on a regular basis; 

•   How leaders react to critical incidents and organizational crises; 

•   Observed criteria by which leaders allocate scarce resources; 

•   Deliberate role modeling, teaching, and coaching; 

•   Observed criteria by which leaders allocate rewards and status; 

•   Observed criteria by which leaders recruit, select, promote, retire, and excommunicate organizational 
members. 

2.2 Organizational Commitment 

Organizational commitment, in general terms, is an employee's voluntary bonding to an employer or organisation. 
It connotes support for, practical identification with and devotion, loyalty and submission to the organization's 
ideals, mission or vision. Committed employees are also identified by their preparedness to exhibit self or 
personal sacrifice and are sometimes seen as putting the interest of the organization ahead of theirs or any others'. 
They are not just part of the organization but are agglutinated to the organization for as long as their commitment 
lasts.  

Organizational commitment has been defined as an attitude or an orientation which links the identity of the 
person to the organization, a process by which the goals of the organization and those of the individual become 
congruent, an involvement with a particular organization, the perceived rewards associated with continued 
participation in an organization, the costs associated with leaving, and normative pressures to act in a way which 
meets organizational goals (Meyer & Allen, 1997). The process of becoming committed to an organization 
involves internalizing the values and goals of the organization, a willingness to help the organization achieve its 
goals, and the desire to remain part of the organization (Morgan & Hunt, 1994; Mowday, Steers, & Porter, 1982). 

Allen and Meyer (1997) have identified three forms of commitment: Affective, Continuance and Normative 
Commitment. Affective Commitment essentially concerns the person's emotional attachment to, identification 
with, and involvement in, the organization. It describes the emotional attachment a person feels for the 
organization and is defined as the degree to which an individual is psychologically attached to an organization 
through loyalty, affection, belongingness. It has to do with the to stay with the organization based on the costs of 
leaving or a sense that available comparable alternatives are limited. Continuance Commitment is based on the 
costs and risks that the employee associates with leaving his or her current organization while Normative 
Commitment introduces a moral dimension being based on the employee's feeling of obligation and 
responsibility to remain with his or her organization. It is, however, essential to state that these commitment 
components are not mutually exclusive as employees may experience varying levels of commitment 
components. 

3. Empirical Review 

Researchers have identified certain dimensions of organizational climate as relating to organisational 
commitment. For instance, dimensions such as autonomy (Wallace et al., 1996), supervisor support (Benson, 
1996) and cohesiveness (Buchanan, 1974) relate positively to organizational commitment. Also, Steers (1977) 
found a relationship between the autonomy and trust dimensions of organizational climate and commitment 
while Loiu (1995) found that trust is associated with other organizational activities such as organizational change 
and development (Golembiewski, 1986), and organizational effectiveness (Culbert and McDonough, 1986). Fink 
and Chen (1995) also found that organizational climate was positive when organizational commitment was high. 
In another study conducted by Iverson, et al. (1995:12) it was found “that organizational commitment and trust 
appeared to be significant determinants of performance”. 

Organizational commitment has also been found to relate to human resource development functions. Focussing 
on the relationship between formal workplace training and organizational commitment, Bartlett, 2001; 
Kontoghiorghes & Bryant, 2001; McMurray & Dorai, 2001 have indicated that formal training enhances 
employees’ organizational commitment. Other researchers such as Martin and O'Laughlin,1984; Mathiew, 1991; 
Sharma, 1989 had also found a correlation between training and organizational commitment. Organizations that 
offer employees a relative high degree of development opportunities and internal career possibilities were also 
found to have elicited higher level of performance and commitment (Tsui et al. (1977). Availability of personal 



www.ccsenet.org/ijbm           International Journal of Business and Management          Vol. 7, No. 5; March 2012 

                                                          ISSN 1833-3850   E-ISSN 1833-8119 94

development opportunities has also been reported to have a positive effect on perceived rationalism of the 
employment relation, which is also said to have accounted for higher levels of commitment and job satisfaction. 
In organizations that offer training opportunities, employee commitment and citizenship behaviour are found to 
be higher than in organizations that do not offer the same. In contrast, however, Dereli (2006) found no 
significant relationship between normative commitment and human resource development programs. Granrose 
and Baccili (2006) also found that violation of perceived training obligations result in reduced organizational 
commitment and increased intentions to leave the organization. 

Empirical studies have confirmed the fact that an open culture, a learning climate and provision of training and 
development opportunities are important for today's workforce. For example, Gründemann et al. (2005) argue 
that organizations that differentiate themselves by offering individualized and customized employment relations, 
an open and respectful culture and abundant development opportunities are the employers of choice of 
professional workers. In a study by Lowry et al. (2002) there is an indications that the availability and adequacy 
of training affected job satisfaction and commitment levels of employees. Researches (Caldwell et al. 1990, 
Morris et al., 1993) have also shown the effect of availability of training on employee commitment. Studies 
(Brinkerhoff and Montensio, 1995; Huczynski and Lewis, 1980; Michalak, 1981; Tracey et al., 1995) showed 
the influence of the immediate supervisor in encouraging or discouraging usage of training.  

Cheung (2000) and O'Driscoll and Randall (1999) also predicted that support for training from senior staff and 
from colleagues is positively associated with organizational commitment. Tannenbaum et al. (1991) found that 
naval recruits who participated in an 8-week training held higher levels of affective commitment than before the 
training. Visser and vand der Sluis (2006) also reported that there are significant relations between organizational 
support for training and personal development and work attitudes like affective commitment and normative 
commitment. Montesino (2002) suggested that a company needs to pay close attention to linking its training 
programs with the corporation's strategic direction in a way that is explicit, clearly communicated and evident to 
trainees. 

4. Methodology 

The survey research design method was used in this study. It involves the use of questionnaire in collecting data 
from the respondents. A total of 303 employees belonging to eight recapitalized banks located in Soutwestern 
Nigeria responded to a questionnaire which measured the following variables: Human Resource Development 
Climate, Affective, Normative and Continuance Commitment. The recapitalized banks were commercial banks 
that have fufilled a mandatory minimum capital base of 25 billion Naira – US$200 million.  

4.1 Instruments 

The research instruments used in the study are: HRD climate survey Questionnaire and Organisational 
Commitment Questionnaire. The HRD climate survey questionnaire was developed by T.V. Rao and E. Abraham 
at the XLRI Center for HRD. This 38-item instrument is widely being used to survey the organisational HRD 
climate. It is a 38-item questionnaire that assesses an organisation’s the general climate, prevailing culture as 
well as the implementation of HRD mechanism or policies. Organisational commitment was measured using 
Meyer and Allen’s (1997) 23-item organisational commitment scale. The instrument measured the three main 
components of commitment: affective (8 items), normative (6 items) and continuance commitment (9 items). In 
this study, the Cronbach’s alpha was .96, 87, .84, and .77 for HRDC, affective, continuance and normative 
commitment respectively. 

4.2 Hypothesis 

The hypothesis tested in this study is stated thus:  

H¹  There is a significant relationship between HRD Climate and Organizational (Affective, Continuance and 
Normative) commitment. 

4.3 Analysis of Data 

Data analysis was carried out by using Statistical Package for Social Scientists (SPSS) for Windows. To test the 
hypothesis, the mean, variance, standard deviation and Pearson Product Moment Correlation Coefficient of all 
Variables were calculated. To evaluate the reliability of the results the R² is reported. R² is the square of the 
Pearson product moment correlation coefficient through data points in HRD (independent values -x) and AC, CC, 
NC (dependent values -y). The R² value can be interpreted as the proportion of the variance in y attributable to 
the variance in x. As an indicator from 0 to 1, it is most reliable when its value is at or near 1. 
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5. Results and Discussion 

Table 1 shows information about the descriptive statistics of the data used in the analysis, see Table 1. The 
correlation between HRD and AC, CC and NC was calculated on one hand, and the correlation within the 
dependent variables: AC and CC, AC and NC, CC and NC was also calculated. It is imperative to know both 
how HRD climate influences organizational commitment (comprising of AC, CC and NC) and how the different 
types of commitment influence each other in recapitalized Nigerian banks (see Table 1). This table (1) also 
shows the results of the Pearson correlation of variables. 

Insert Table 1 about here 

Figure 1 shows that there is a high positive correlation between HRD and AC (0.75) except for CC and NC 
which are 0.59 and 0.69 respectively. From Figure 1, r values between the different types of commitment are as 
follows: for AC, CC and NC range from 0.71 to 0.52. The r-squared values in Table 1 reveal that the HRD 
climate is better explained by the AC (r-squared = 0.55) than either CC (r-squared = 0.31) or NC (r-squared = 
0.45). That is 55%, 31% and 45% of the variance in AC, CC and NC (organizational commitment) values can be 
explained by variation in the HRD climate. 

Insert Figure 1 about here 

Results from data analysis clearly show that a human resource development climate influences Affective 
Commitment more than it does for Continuance and Normative Commitment. It is also observed that although 
HRD climate positive correlates with both Normative and Continuance Commitment, the relationship is not so 
strong. Affective Commitment is an employee's psychological attachment to the organization. It is, therefore, 
observed that those who perceive a positive human resource development within an organization are more likely 
to have higher feelings of affective commitment.  

This finding agrees with previous findings that link commitment to organisational commitment (Purang, 2008) 
autonomy (Wallace et al., 1996), supervisor support (Benson, 1996) cohesiveness (Buchanan, 1974), formal 
workplace training (Bartlett, 2001; Kontoghiorghes and Bryant, 2001; McMurray and Dorai, 2001; Caldwell et 
al. 1990, Morris et al., 1993), open culture, a learning climate and organizational support for training and 
personal development (Visser and van der Sluis, 2006; Gründemann et al., 2005). 

6. Study Limitations 

This study, carried out in a non-Western culture environment, used a tested and reliable Western employee 
commitment scale items. Its validity and reliability has made it attractive to researchers but there are reservations 
about its applicability in non-Western culture (Ogba, 2008; Cheng and Stockdale, 2003; Lee et al., 2001; Gautam 
et al., 2001; Wasti, 2002). Similar studies tend to suggest a number of inconsistencies with the scale items’ 
measurability and fitness. Therefore, further studies are needed using non-Western culture instruments to 
measure employees’ attitudinal and behavioural responses such as affective, continuance and normative 
commitment. 

7. Conclusion and Practical Implications 

The focus of this paper was to determine the influence of organizations' HRD Climate on employees' attitude – 
organizational commitment. In view of the results from data analysis it is evident that HRD climate actually 
positively correlates with employee commitment, especially the affective component.  

This research suggests that a positive HRD climate has a strong influence on the level of affective commitment. 
Findings from the study have some practical implications. The findings can be used by managers and scholars in 
general and HR practitioners in particular to build a positive or congenial developmental environment that 
promotes employee high commitment for enhanced individual and organisational performance and productivity. 
It is, therefore, suggested that banks operating in Nigeria should foster employee commitment by embedding 
positive HRD culture of Openness, Confrontation, Trust, Autonomy, Proaction, Authenticity and Collaboration 
(OCTAPAC) into their organisational culture.  
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Table 1. Mean, Variance Standard Deviation and Pearson Correlation of all Variables 

Scale Mean Variance SD HRDC AC CC NC r-sq 

HRD Climate 95.45 736.806 27.1442 1.00     

Affective 
Commitment 

20.26 40.88 6.39 .745* 1.00   0.55 (55%) 

Continuance 
Commitment 

26.78 50.37 7.09 .588* .520* 1.00  0.31 (31%) 

Normative 
Commitment 

16.76 22.25 4.79 .691* .709* .687* 1.00 0.45 (45%) 

*Correlation is significant at the 0.01 level (2-tailed) 
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Figure 1. The Influence of HRD Climate on Organizational Commitment 
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