
International Journal of Psychological Studies; Vol. 9, No. 4; 2017 
ISSN 1918-7211   E-ISSN 1918-722X 

Published by Canadian Center of Science and Education 

94 
 

Human Resources Management Practices, Psychological Contract 
Fulfillment and Organizational Commitment in Deluxe Hotels in 

Jeddah, Saudi Arabia 

Mansour A. Al-miman1, PhD 
1 Department of Management Technology, College of Technology, Jeddah, Technical and Vocational Training 
Corporation, Saudi Arabia, Fax:00966-2-6378376,  PO Box 17608, Jeddah 21494,Kingdom of Saudi Arabia 

Correspondence: Mansour A. Al-miman, PhD, Department of Management Technology, College of Technology, 
Jeddah, Technical and Vocational Training Corporation, Saudi Arabia, Fax:00966-2-6378376,  PO Box 17608, 
Jeddah 21494,Kingdom of Saudi Arabia 

 

Received: April 28, 2017       Accepted: November 14, 2017        Online Published: November 27, 2017 

doi:10.5539/ijps.v9n4p94       URL: http://doi.org/10.5539/ijps.v9n4p94 

 

Abstract 

This paper study the relationship of the effectiveness of the human resources management practices of the hotels 
employees in the western region (Jeddah City) of Saudi Arabia with respect to their Psychological contract 
fulfilment (PCFul) and Organizational Commitment (OC). Data was collected from 36 hotels. Using the 
employees' responses, the study indicated that Human Resources practices influenced employees’ perceived 
Psychological contract fulfilment and their Organizational Commitment, where Human Resources Management 
(HRM) practices are positively related to Psychological contract fulfilment and OC. The study examined 
whether employees consider (HRM) practices an important tool while developing psychological contracts, and 
presented the prospective role of the Human Resources for Developmental Purposes to foster change in the hotel 
industry in Saudi Arabia. 

Keywords: Psychological Contracts Fulfilment, Organizational Commitment, Human Resources Management, 
Hotel Management, Saudi Arabia 

1. Introduction  

Although HRM practices have solid influence on employee adherence, the relationship between Organizational 
Commitment (OC) and HRM practices have been studied by very few researchers (Arthur, 1994; Chang 2005; 
Meyer & Smith, 2000; Ogilvie, 1986). Recently, there has been significant debate about Human Resource 
Management (HRM) as a distinguishing method intended to gain employee assurance to institutional aims 
(McGunnigle & Jameson, 2000). Therefore, by comprising varied HRM practices such as preparation, reward, 
welfares, gratuities, sharing, progression chances and job safety, the association inclines to improve employee 
relations through its assurance method (Arthur, 1994; Chang, 2005; Kinicki et al., 1992; Macduffie, 1995). An 
institution also articulates its assurance to the employees through its human resources management practices 
(Chang, 2005). To study the employee-employer interchange, researchers have gradually, but not completely, 
accepted two vital agendas: apparent administrative provision and psychological agreements . psychological 
agreements is defined as an employee’s conviction concerning the expressions and circumstances of an 
interchange of association with their institution (Rousseau, 1989) such as (1) salaries depend on time on work, type 
or act (Coyle-Shapiro & Conway, 2005), and (2) reward, preparation etc in interchange for faithfulness, act etc. 
Therefore, the content of psychological agreements may contain any point that might be swapped between the 
association and the employee (e.g., payment, preparation, provision, in interchange for faithfulness, act) 
(Coyle-Shapiro & Conway, 2005). psychological agreements research has sightsaw the employer-employee 
interchange of affiliation by examining the penalties of apparent agreement fulfilment or breach on employee 
outlooks and performance (Coyle-Shapiro & Conway, 2005). Human resources management practices are reffered 
to as one of the serious issues touching psychological agreement (Guzzo & Noonan, 1994; Rousseau & Greller, 
1994). 
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The aim of this article is to evaluate human resources management practices and its impact on employees' 
Psychological contract fulfilment (PCFul) and Organizational Commitment (OC) in the western region hotels in 
Saudi Arabia in order to enhance the developmental role of human resources management practices. 

Human Resource Management Practices, Psychological Contracts and Organizational Commitment  

A positive association between employees’ organizational commitment and apparent agreement fulfilment have 
been described by previous research (Coyle-Shapiro & Kessler, 2000; Pathak et al., 2005), while reduced 
organizational commitment caused an apparent agreement breach (Guzzo & Noonan, 1994). Human resources 
practices are considered by many writers as a communication channel between employees and employer and 
may be inferred inversely by specific employees, and those decisions of the degree of one’s psychological 
agreement is being satisfied can effect their commitment to the association and their intents to leave. Human 
resources management practices are seen to have a vital role as message transmitters, determining paragraphs of 
the emotional contracts. Thus, a key function of human resources management practices is to stand-in a suitable 
psychological agreement (Rousseau & Greller, 1994), and employee's  psychological agreement with their 
employer may be affected by explanations of their employer’s human resources management practices.  

Kinicki et al. (1992) suggested that employee insights of an organization’s commitment to human resource 
efforts is affected by an organization’s real human resources management programs, which in turn affect 
employees’ work attitude. An employee’s relationship with an organization is shaped by HRM actions such as 
recruiting, appraising performance, training and benefits administration through which employees come to 
understand the terms of their employment (Rousseau & Greller, 1994). 

The hospitality industry has been traditionally characterized by low job morale and high turnover (Deery & Shaw, 
1999; LaLopa, 1997).  

A framework that was planned to measure three different sorts of organizational commitment was developed: (a) 
Affecting assurance which discusses the employees’ involvement in the organization and their emotional 
attachment and identification. The employees who  stay with the organization are those with a strong affecting 
commitment because they decided to do that. (b) Maintenance assurance means the employees’ valuation if the 
costs of staying in the institution are less than the costs of leaving it. Employees who notice that the costs of staying 
in the organization are less than the costs of leaving stay because they can't leave. (c) Normative assurance means 
the employees feel that they are obliged to work in the institution. Some employees stay with the institution 
although they are with high levels of normative assurance because they feel they ought to stay. 

the role that particular facets of work fulfillment serve as interpreters of organizational commitment type has been 
examined by previous studies (Gaertner, 1999; Jernigan et al., 2002).  

Harris & Mongiello, 2001). Any dissatisfaction with the workplace is likely to manifest in resistance to 
management and lower levels of customer service (Townsend, 2004). Indeed, research has traced the relationship 
between service industry employees that are satisfied with their jobs and a satisfied consumer base (e.g., 
Namasivayam, 2005). Employees with high motivation to work can respond strongly to clients’ needs and offer a 
high level of satisfaction among clients through delivering customer services and superior quality products 
(Xenikou & Simosi, 2006; Wilkins et al., 2007). Lau and Chong’s (2002) study claims that the managers who are 
very loyal to the institution  definitely will have job satisfaction. Kim et al. (2005) said that it is not possible to 
associate the intension to leave the institution with  institutional. 

HRM Practices and Organizational Commitment  

Human resource management  practices and strategies have been recommended as prompting reasons to rise 
organizational commitment between workers (Meyer & Smith, 2000). Grounded on social interchange theory, 
Tansky and Cohen, (2001) proposed that when the workers have a sense that the organization is interested in 
their wrights and their needs, then their insights of human resource management  practices reveal a sense of 
mutuality and the level of the organization’s commitment to the employees. Actually, organizational 
commitment was created to have a confident association with working out (Bartlett, 2001), wage ranks, 
performance-reward possibilities, elevation and returns distribution (Coyle-Shapiro et al., 2002). The effect of 
HRM practices have been confirmed by previous research on employee outlooks and firm performance. The 
productivity of establishments with “assurance” human resource systems, highlighting the progress of workers' 
assurance, is higher  compared with lower employee income and lower scrap rates (Batt, 2002; Huselid, 1995; 
Pathak et al., 2005; Chang, 2005). Employment and choice, preparation and progress, identical employment 
chances, along with good and safe working circumstances were included from Edgar and Geare’s study (2005), 
as these practices had an important positive association with organizational commitment. Performance 
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assessment efficiency was involved in Chang’s (2005) study of the effect of employees’ general insight about the 
organization’s HRM practices on organizational commitment.  

In USA a study was conducted by Woods et al. (1998) on 389 hotel general managers. Their  study  increases the 
threat that performance assessment seemed as a rare evaluation joint with a lack of any feedback period, seems to 
be a weak human-resources practice--particularly for directors who wish to use the evaluation to start 
employee-development strategies. Performance assessment, which is seen as making an significant influence to 
actual human resource management, is strictly connected to organizational performance (Erdogan, 2002), When 
employees trust their managers support them, the result is job satisfaction, commitment to the organization and 
better performance (Eisenberger et al., 2002).  

Saudi Arabia hotels are considered multicultural work forces; the percentage of expatriates is still high with the 
nationalization of hotel jobs under 10% (Saudi Chambers & Saudi Tourism Information and Research Centre, 
2009). Previous research indicated that human resources management practices and the insights  of the employees 
influence organizational commitment (Chang, 2005; Kinicki et al., 1992). We can refer to the perceptions of the 
employees of an organization’s commitment to them as “perceived organizational support” (Eisenberger et al., 
1986), where HRM practices are claimed to have a significant and positive impact on organizational performance 
(Ramsay et al., 2000; Wood, 1999).  

1.1 Research Purpose 

This article  aimed to investigate the hotel employees' perceptions of HRM practices in the western region hotels 
in Saudi Arabia. This study provided a lens to assess HRM practices and its impact on employees' job commitment 
for the purpose of enhancing the developmental role of HRM practices. The key purpose of this research was to 
investigate three relationships. First, the research proposed to investigate the impact of HRM practices on PC 
fulfilment, followed by the impact of PC fulfilment on OC and HRM practices on OC. Because of the studies’ 
limitations relating to the influence of HRM practices on PC fulfilment in hotels, followed by the influence of PC 
fulfilment on OC, there is a gap in the research literature formed by the lack of a contextually-relevant study 
focused on the HRM practices of hotels in Saudi Arabia. Addressing this research gap is important because HRM 
practices may provide a behavioral model, which helps senior managers to focus on practicing HRM practices to 
manage intense market competition (Boerner et al., 2007; Xenikou & Simosi, 2006).  

1.2 Hypothesis of the Research 

These three hypotheses were proposed: 

Hypothesis 1: Human Resources Mnanagement(HRM) practices will be confidently linked to Psychological  
Contracts (PC) Fulfilment. 

Hypothesis 2: Psychological  Contracts (PC) Fulfilment will be confidently linked to Organizational 
Commitment (OC). 

Hypothesis 3: Human Resources Mnanagement (HRM) practices will be confidently linked to Organizational 
Commitment(OC). 

1.3 Study Limitations 

Improvements in the suggested area of the methodology and the inclusion of a wider sample and variables would 
significantly enhance the generalisability of the results. A future study could utilise a larger sample in Saudi Arabia 
and extend the sampling process beyond Saudi Arabia to include all Arab Gulf Countries. Another limitation is 
that the employees in the sample were drawn from Front Office and Food and Beverage. As such, future studies 
could include more departments and higher supervisory and managerial levels. Employees’ perceptions may not 
be accurate, resulting in a second limitation. The self-report format of the questionnaire poses the problem of 
dishonesty in reporting attitude. The surveys were completed in the winter months, a moderately high season for 
tourism in Saudi Arabia, with low stress levels and low workloads for subordinates. Further investigation of 
additional individual demographic variables factors and other organizational outcomes, to include performance 
indicators, quality, organizational citizenship, employee productivity, and the interaction between the variables 
could contribute to better interpretation and use of survey data. There is a question about the generalisability of the 
study findings to other hospitality organizations such as three-star hotels. Longitudinal research could help to 
clarify how the relationship between the study variables changes throughout various stages in the life cycle of an 
organization (e.g., growth, decline, mergers). 
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2. Methods 

2.1 Sample and Data Collection 

The research was conducted during winter season in 2015. Only four- and five-star luxury hotels and resorts were 
selected for this study, since the complexity of managing such hotels is reportedly high (Jones, 1998). There were 
a total of 45 four- and five-star hotels in Jeddah in 2014. Of the total, 23 were four-star, and the remaining 22 were 
five-star hotels (Saudi Tourism Information and Research Centre, 2009). The 36 hotels (21 five-star and 15 
four-star) were managed by different multinational hotel companies or hotel chains from different countries 
(United States, France, Germany, Switzerland and Saudi Arabia). A total of 23 general managers in four-star 
hotels and 22 general managers in five-star hotels were reached for a total sample of 45 general managers. Each 
hotel’s general manager was sent a covering letter seeking their approval to involve rooms, food and beverage 
department employees in the study, this is due to the fact that, jointly in four- and five-star hotels and resorts, 90% 
of the total revenue is generated by rooms and food and beverage departments where approximately 95% of the 
total human resources are employed (Powers & Barrows, 1999). Ultimately, 36 hotels approved to participate in 
the study. The researcher distributed questionnaires to heads of departments through the human resource 
department (HRD). After answering the questionnaires, respondents returned them to the HRD in a self-sealing 
envelope provided by the researcher. The envelopes were then collected from the hotels. A total of 119 usable 
questionnaires from 36 hotels were received, giving a response rate of 63%. 

2.2 Instrumentation 

The survey instrument used in this study consisted of four measures:  

First: The researcher measured human resources management (HRM) practices through using a 41-item scale 
which consistes of statements about eight HRM practices. The researcher got these eight HRM practices from 
previous research that showed significant and expected effectiveness of these practices on OC and PC Fulfilment.  

Second:  In this study, Meyer and Allen’s Three Component Model of Organizational Commitment (1997) was 
used to determine hotel employees’ commitment level. The later version by Meyer and Allen (1997) only 
contained 18 items (6 items for each scale). The Organizational Commitment Questionnaire (OCQ) is a 
self-scoring questionnaire. Respondents were asked to indicate their agreement on a 5-point Likert scale, 
“1=strongly disagree, 5=strongly agree”. 

Third: Psychological contract fulfilment was measured with 12 items adapted from Coyle-Shapiro and Conway’s 
study (2005). This measure directly accesses the extent of the fulfilment of the obligation. Respondents were 
asked to indicate the extent to which the item had actually been provided. Responses were on a 5-point scale, 
“1=not at all, 5=very great extent”.  

Fourth: The ancillary questionnaire includes questions related to: age, years of experience in industry, highest 
educational level obtained, number of jobs quit and marital status.  

2.2.1 Instrument Standardization 

In this study, the present writer employed an Arabic version of the revised questionnaires in addition to the English 
version, and they were translated using a process of back translation in order to ensure the accuracy of the 
meanings in the instrument. The instrument was pre-tested with three individual industry contacts and three 
academic contacts within the hospitality field before implementation to ensure that the study was equally 
applicable to the situations found in a hospitality environment. The researcher presented the reliability for the 
questionnaires by redistributing the questionnaires to a sample of 24 HR managers, outside that of the study but 
drawn from the same hotel population, two weeks after the first time. Reliability coefficient of the HRM Practices 
survey was found to be alpha 0.839. Reliability coefficients for the Organizational Commitment Questionnaire 
(OCQ) were established for the three dimensions as follows: .79 for affective, .74 for continuance and .77 for 
normative. These reliability estimates seemed consistent with previous research of Allen and Meyer (1990), who 
reported .87 for affective, .75 for continuance, and .79 for normative. Dunham, Grube, & Castaneda (1994) found 
alpha ranges of .74 to .87 for affective, .73 to .81 for continuance and .67 to .78 for normative. Cohen (1996) 
discovered alphas of .79 for affective, .69 for continuance and .65 for normative. The reliability of the PC scale 
assessed by Coyle-Shapiro and Conway’s study (2005) was 0.87. The validity of the questionnaires was assessed 
by 14 specialists in the field of hotel education and business administration. Based on the translation process and 
the reliability estimates, the Arabic-translated version of the questionnaires seemed to be a valid and reliable 
measure for use with this  population (Jeddah Deluxe Hotels).  
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3. Results 

Data were analyzed using the Statistical Package for Social Sciences (SPSS V 17.0). Five questions were included 
in the survey to obtain the hotel employees demographic characteristics in Jeddah, by education level, age, length 
of service, marital status and number of jobs quit in five years.  

 

Table 1. Participants' Demographic Characteristics 

Characteristics Independent Variable Frequency Percent 

Qualification Intermediate School Certificate 7 5.9 

 Secondary School Certificate 26 21.8 

 Diploma 36 30.3 

 Bachelor's  40 33.6 

 Master's or pursuing Master's 10 8.4 

Age Less than 25 years 72 60.5 

 25-34 years 37 31.1 

 35-44 years 7 5.9 

 45 and above years 3 2.5 

Length of Service Less than one year 42 35.3 

 1-5 years 55 46.2 

 6-10 years 15 12.6 

 10 and above 7 5.9 

Marital Status Married 50 42 

 Unmarried 69 58 

Number of Jobs Quit Once 66 55.5 

 Twice 31 26 

 Thrice or more 22 18.5 

 

As Table 1 shows, of the 119 employees who completed the demographic section, for tenure with the current 
employer, most respondents indicated that they had worked for (1-5) years (n = 55; 46.2%), followed by less 
than one year (n = 42; 35.3%), followed by six-ten years (n = 15; 12.6%) and only small number said that they 
worked for the institution for ten years and more (n = 7; 5.9%). Most of the employees who share in the study 
have a Bachelor’s degree (n = 40; 33.6%), followed by a Diploma’s degree (n = 36; 30.3%). Most of them 
indicated that they changed their jobs at least one time in the last five years (n = 66; 55.5%), twice in the last five 
years (n = 31; 26%) and the smallest number of employees reported to have changed their jobs thrice or more (n 
= 22; 18.5%). Further information is displayed in Table 1. 

Data collected mirrors that the total mean score of employees’ perception of HRM practices is high. (Training), 
which received the highest mean score of 3.932, followed by (Working Conditions = 3.912), while (Rewards) 
was perceived as the weakest of the HRM practices with a mean score of 3.779, followed by (Equal Employment 
Opportunity = 3.789). Further information is displayed in Table 2. 
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Table 2. Employees’ Perception of HRM Practices in the Hotels  

Variables Mean Std. Deviation Rank Level 

Training 3.932 .8255 1 High 

Performance Appraisal 3.911 .7855 3 High 

Staffing 3.823 .7979 6 High 

Rewards 3.779 .9192 8 High 

Benefits 3.892 .8809 4 High 

Working Conditions 3.912 .7449 2 High 

Equal Employment Opportunity 3.789 .8460 7 High 

Information Sharing 3.8571 .7772 5 High 

 

The mean score for statement “My employer encourages me to extend my abilities” under the Training was the 
highest on the total scale with a mean score of (4.08), followed by (My working conditions here are good.) (4.03), 
followed by (My health has not suffered as a result of working for this organization.) under the Working 
Conditions (4.00), while the statement (My employer asks my opinions about how I can improve my job.) (3.66), 
was followed by the statement (In my company, pay raises are determined mainly by an employees' job 
performance). (3.68), and (Pay incentives such as bonus is an important part of the compensation strategy in this 
Company.) (3.68) under the Rewards followed by (My employer encourages employee participation in benefits 
decision making) (3.73) under the Benefits received the weakest ratings. 

Table 3 contains information for the three organizational commitment scales. The mean score for employees 
concerning Affective Commitment was 3.52 (SD, .722). The mean score for employees concerning Normative 
Commitment was 3.68 (SD, .703), and for Continuance Commitment, it was 3.74 (SD, .635). The PC Fulfilment 
scale has a high mean score of (3.77). In measuring the degree to which psychological contracts are fulfilled and 
the extent to which an obligation was perceived by an employee, the mean score for the statement (Fair pay 
compared to staff doing similar work in other organizations) was the highest on the total scale with a mean score 
of (4.00), followed by (Up to date training and development) (3.92), while the following statements (Fringe 
benefits that are fair compared to what staff doing similar work in other organizations) received the weakest 
ratings (3.44), followed by (Freedom to do my job well) (3.64), (Pay increases to maintain my standard of living) 
(3.66) and (Fair pay for responsibilities in job) with a mean score of (3.70). 

 

Table 3. Descriptive Statistics for Commitment Scales and PC Fulfilment 

 Affective  

Commitment 

Normative 
Commitment 

Continuance 
Commitment 

PC Fulfilment 

Mean 3.5280 3.6863 3.7465 3.7754 

Std. Dev. .72236 .70383 .63589 .96222 

 

The Pearson correlation analyses are presented in Table 4. The following summary identifies the significant 
associations between perceived HRM practice effectiveness, and the three organizational commitment scales. 

Results revealed moderately strong correlations among the HRM practice effectiveness subscales, r = .302 to r = .752. All were 
statistically significant with p < .01. For the organizational commitment scales, there was a statistically significant correlation 
between affective commitment and normative commitment at r = .494. This finding is consistent with results from other 
researchers (Allen & Meyer, 1990; Cohen, 1996). In discussing this overlap, Meyer, Allen, and Smith (1993) who contend that 
despite the moderately high correlations between affective commitment and normative commitment, the correlations these two 
scales have with other outcome variables (e.g. performance, satisfaction) are sufficiently different to warrant retaining both 
scales. 

Additionally, it was investigated how the HRM practice effectiveness subscales correlated with the organizational 
commitment scales and PC. With (p < .01) and (p < .05), all the HRM practices subscales had positive, statistically 
significant correlations with affective commitment, r = .237 to r = .356, and positive, statistically significant 
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correlations with normative commitment, r = .200 to r = .508. Some HRM practices subscales also had positive, 
statistically significant correlations: Rewards, r = .302; Information Sharing; and r = .263 with Continuance 
Commitment. PC Fulfillment had positive, statistically significant correlations with HRM practices subscales r 
= .289 to r = .687. , and with all organizational commitment scales r = .264 to r = .436. (See Table 4) 

These findings suggest that there is a positive, although not very strong, relationship between the HRM practices 
and affective and normative commitment. The HRM practices are related to Continuance Commitment, this 
suggests that Rewards, Working Conditions; Equal Employment Opportunity; and Information Sharing, are 
somewhat related to how employees feel about needing to stay with the hotel. For Normative Commitment and 
Affective Commitment, the findings suggest that these HRM practices scales are similarly related to how 
employees feel about their obligation to stay with the hotel and affect how employees feel about wanting to stay 
with the hotel. The perceived effects of factors of HRM practices were significantly and positively related to PC 
Fulfillment, signify that as employees’ level of their perception of the HRM practice effectiveness increased, the 
level of employee PC fulfilment also increased.  

 

Table 4. Summary of the Pearson Correlation Matrix  

 T PA S R B WC EE IS PCFul AC NC CC 

T 1 .590** .317** .437** .302** .361** .415** .390** .289** .304** .293** .152 

PA  1 .473** .366** .439** .326** .379** .482** .357** .237** .200* .050 

S   1 .661** .614** .558** .584** .586** .456** .322** .247** .145 

R    1 .709** .573** .752** .597** .659** .352** .508** .302** 

B     1 .630** .692** .721** .635** .318** .385** .218* 

WC      1 .731** .627** .585** .320** .343** .234* 

EE       1 .734** .687** .270** .326** .217* 

IS        1 .657** .356** .358** .263** 

PCFul         1 .298** .436** .264** 

AC          1 .494** .497** 

NC           1 .542** 

CC            1 

**Correlation is statistically significant with p < .01. 

*Correlation is statistically significant with p < .05. 

Note: T = Training; PA= Performance Appraisal; S = Staffing; R = Rewards; B = Benefits; WC = Working 
Conditions; EE = Equal Employment Opportunity; IS = Information Sharing; AC = Affective Commitment; NC = 
Normative Commitment; CC = Continuance Commitment; PCFul = PC Fulfilment. 

 

Regression results based on factor scores revealed HRM practice effectiveness suggest that Training explained 
(9%) of the variation in whether employees want to or do not want to stay with the hotel and (9%) of the variation 
in whether employees feel obligated to or do not feel obligated to stay with the hotel and some (2%) in whether 
employees need to or do not need to stay with the hotel. Rewards explained (12%) of the variation in employees 
Affective Commitment and explained most of the variation (26%) in Normative Commitment and the greatest 
amount of variation (9%) in Continuance Commitment as well. Information Sharing explain the most variation 
(13%) in the Affective Commitment and explained (13%) of the variation in Normative Commitment. Benefits 
explained (15%) of the variation in employees’ Normative Commitment. Results describing the variance that the 
HRM practices factors explained in the three types of organizational commitment are presented below (see table 
5). 
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Table 5 presents the regression model accounting for most variation in PC Fulfilment by HRM practices. The 
following summary identifies the amount of variation: 

The (Equal Employment Opportunity) factor explained the biggest variation (47%) of the variation in employees’ 
PC Fulfilment. Edgar and Geare (2005) suggested that greater use of equal employment opportunities would make 
employees more committed to an organization. The authors added that good and safe working conditions lead to 
higher organizational commitment among employees. 

Rewards and Information Sharing both explained the second largest variation (43%). Benefits explained (40%) 
and Staffing explained (21%) of the variation in employees PC Fulfilment. Performance Appraisal explained (13%) 
and the lowest variation (8%) in employee PC Fulfilment was explained by Training (see table 5). 

Table 5 presents the regression model accounting for most variation in Organizational Commitment types by PC 
Fulfilment as well. The (PCFul) factor explained 9% of the variation in employees’ Affective Commitment scores 
and explained 19% of the variation in employees’ Normative Commitment scores, but explained some (7%) of the 
variation in the employees' Continuance Commitment. 

 

Table 5. Regression Model Accounting for Most Variations by Individual Factors of HRM Practices  

 Factors PCFul Affective 
Commitment 

Normative 
Commitment 

Continuance 
Commitment 

Training .083 .092 .086 .023 

Performance Appraisal .127 .056 .040 .003 

Staffing .208 .104 .061 .021 

Rewards .434 .124 .258 .091 

Benefits .404 .101 .148 .047 

Working Conditions .342 .102 .118 .055 

Equal Employment Opportunity .472 .073 .106 .047 

Information Sharing .431 .127 .128 .069 

PCFul - .089 .190 .070 

* Significant at (0.05) 

 

4. Discussion and Conclusions  

Overall, the respondents' answers reveal that HRM practices were a positive, valued experience for them and had a 
positive impact on OC.  

Hypothesis 1: HRM practices will be positively related to PC Fulfilment.  

The hypothesis was supported in this study. A direct relationship between HRM practices and PC Fulfilment was 
found in this study. The findings suggest that greater use of HRM practices would lead to the fulfilment of 
employee psychological contracts. Thus, HRM practices emerge as a significant predictor of PC Fulfillment. 
Studies by Rousseau and Wade-Benzoni (1994) and Rousseau and Greller (1994) proposed that HRM practices 
make employees understand the terms of their employment, and hence act as message senders shaping the terms 
of the psychological contracts. Therefore, Rousseau and Greller (1994) proposed that greater use of HR would 
lead to the fulfilment of employee psychological contracts.  

Lucero and Allen (1994) proposed ways of reducing conflict between worker expectations and employer 
practices and proposed benefits as the critical factor that would lead to the fulfilment of employee psychological 
contracts. However, the results of their study do not support the proposition.  

Hypothesis 2: PC fulfilment will be positively related to OC.  

The hypothesis was supported in this study. The goal was to examine the mediating effect of PCs on the 
relationship between HRM practices and OC. A direct relationship between PC Fulfillment and OC was found in 
this study. Based on their PCs, employees tend to hold beliefs regarding the inducements the organization is 
obligated to provide and to what extent the organization has actually fulfilled their obligations (Robinson et al., 
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1994). When employees believe that the organization has fulfilled their obligations, they become more committed 
to the organization (Coyle-Shapiro & Kessler, 2000).  

Hypothesis 3: HRM practices will be positively related to OC. 

The hypothesis was supported by the current data. The findings suggest that greater use of HRM practice 
effectiveness would make the employees more committed to the organization. The finding is consistent with 
studies by Chang (2005) and Edgar and Geare (2005), which found a significant effect of HRM practices on OC. 
Chang’s (2005) study of the influence of employees’ overall perception about the organization’s HRM practices 
on OC suggested that a greater use of HRM practices would make the employees more committed to the 
organization. 

According to this study’s finding, when the hotel provides effective HRM Practices, employees believe that the 
organization cares about them and is committed to them. When employees believe that the organization supports 
them by providing good HRM practices, they reciprocate by being more committed to the organization. The 
findings are important for the industry and practitioners and they need to focus more on significant HRM practices. 
However, a significant positive relationship was found between HRM practices and PC, between PC Fulfilment 
and OC and a significant positive relationship was found between HRM practices and OC. It was anticipated that 
HRM practices would have a significant influence on PC, which would then have a significant influence on OC, 
and which, in turn, will conclude that HRM practices have a significant influence on OC. 

The results of the study  proposed that human resources management (HRM) practices are vital factors of 
organizational contracts (OC). The findings are consistent with Edgar and Geare’s (2005) study, which suggests 
that HR managers need to conduct regular attitudinal surveys to assess employee reactions to current HRM 
practices and attempt to determine what is working and what is not. The Training factor explained the lowest 
variation (8%) of the variation in employees PC. Employees perceive training as a support from the organization, 
and this belief makes them more committed to the organization (Bartlett, 2001). A significant positive relationship 
between training and OC was reported by Bartlett (2001) and the findings suggested that greater use of training 
will make employees more committed to the organization. The Performance Appraisal factor explained the second 
lowest variation (13%) of the variation in employees’ PC and the lowest variation (6%) in Affective Commitment. 
Chang (2005) included performance appraisal as one of the HRM practices in the commitment HRM bundle, and 
the findings suggested that greater use of HRM practices would make employees more committed to their 
organization. 

Information Sharing explained the most variation (13%) in Affective Commitment and explained (13%) of the 
variation in Normative Commitment.  

Data collected in this research study show that the mean of HRM practice scores, PC Fulfilment and OC in general, 
are perceived to be high, but can be improved. Some HRM practices, Rewards, Benefits, Information Sharing and 
Equal Employment Opportunity, emerged as significant predictors of PC and OC. A study by Landau and Hammer 
(1986) showed that employees who perceived opportunities of advancement were more committed to their 
organizations. Similarly, a study by Coyle-Shapiro et al. (2002) showed the positive impact of profit sharing on 
OC. Arthur (1994) showed the impact of wages and bonus on organization performance. 

In the HR scale, the statement “My employer asks my opinions about how I can improve my job” (3.66) received 
the weakest ratings and the statement (My employer encourages employee participation in benefits decision 
making) (3.73) received one of the weakest ratings. In nine studies involving 2,734 persons, Dunham, Grube, and 
Castaneda (1994) examined how participatory management and supervisory feedback influenced employee levels 
of affective, continuance and normative commitment. The researchers found that when supervisors provided 
feedback about performance and allowed employees to participate in decision-making, employee levels of 
affective commitment were stronger than both continuance and normative. That is, employees indicated staying 
with the organization was more related to wanting to, rather than needing to or feeling they ought to. 

5. Recommendations  

1). Based on the study data and current research, the study indicates that department heads should consider 
concentrating on their leadership behaviors to increase job commitment. Gonzalez and Garazo (2006) suggest that 
hotel managers should put great emphasis on front line employees to stimulate job satisfaction and organizational 
citizenship behavior. When employees believe that their supervisors support them (perceived supervisor support) 
the result is increased performance, commitment to the organization and job satisfaction (Eisenberger et al., 
2002). 
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2). Training and development affect job satisfaction and organizational commitment (Lam & Zhang, 2003; Lowry 
et al., 2002; Pratten, 2003; Smith, 2002; Taylor et al., 2001). A well-designed staff development program can assist 
in raising their morale and organizational commitment, as well as contributing to continuous improvements 
(Chong & Rundus, 2004; Feng et al., 2006; Hirtz et al., 2007). Hotels should continue to offer additional training 
and related workshops/seminars on the components of their HR programs and their impact on performance 
indicators, quality, organizational commitment and citizenship and job satisfaction to assist department heads in 
developing a higher level of competence  

3). Researchers examining the effects of participative management strategies based on empowerment philosophies 
in the hotel industry argue that such strategies will increase employee involvement, and this, in turn, will lead to 
more favourable job-related outcomes such as organizational commitment (Gray and Ligouri, 1994; Parsons, 
1995). When employees believe that their supervisors support them (perceived supervisor support) the result is 
increased performance, commitment to the organization and job satisfaction (Eisenberger et al., 2002). 

4). HR departments in hotels should develop programs for performance-related pay and review the pay increases 
periodically and develop social activities, assure high levels of equal pay, cooperation and trust among 
employees to reduce job stress and increase the employees perception of PC fulfillment and OC. Prior studies 
proposed that performance rewards like promotion, profit sharing, benefits and opportunities results in positive 
attitudes and behaviour and positively impact OC (Landau & Hammer, 1986; Arthur, 1994; Coyle-Shapiro et al., 
2002).  

5). Hotels should improve working conditions to increase job satisfaction. Ghiselli et al. (2001) indicated that 
salaries, benefit packages, working hours, family and quality of life were the reasons for satisfaction and/or 
dissatisfaction. Many researchers have discussed job satisfaction as an antecedent of organizational commitment 
(Chen, 2006; Laschinger et al., 2002; Feinstein & Vondrasek, 2001; Gaertner, 1999). Aksu and Aktas (2005) 
investigated job satisfaction of middle and upper level managers in five-star hotels. The findings indicate that the 
working conditions should be improved in order to increase general job satisfaction of the managers since 
promotion, morale conditions, financial rewards, compensation, fringe benefits and working hours are important 
factors that affect the managers’ satisfaction and, in turn, will affect the OC. Jernigan et al. (2002) examined the 
role that specific aspects of work satisfaction serve as predictors of organizational commitment type. Hotels should 
improve the working conditions to increase the job commitment. As noted earlier, Edgar and Geare (2005) 
indicated that good and safe working conditions lead to higher organizational commitment among employees.   

More research in this part is needed and can help specialists and academicians to decide which HRM practices 
have a greater effect on organizational contract (OC). This study affords a foundation for future studies with 
different HRM practices, industries and populations. Overall, this study provides an approach for academicians 
and practitioners to find the best HRM practices that would work for hotels to enhance their organizational 
commitment.  
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