
International Journal of Business and Social Science        Vol. 10 • No. 11 • November 2019       doi:10.30845/ijbss.v10n11p1 

104 

 

 

Impact of HRM Practices on Social Performance: Mediating Role of both Satisfaction and 

Affective Commitment in Multicultural Context 

 
Soumia BENBAHIA 

Ph.D. Student 

National School of Trade and Management, ENCG 

Agadir, Morocco 
 

Omar RAJÂA 

Professor 

National School of Trade and Management, ENCG 

Agadir, Morocco 

 
Abstract 
 

Developing organizational commitment and employee satisfaction is one of the major objectives of both big companies 

and SMEs. The purpose of this paper is to demonstrate how human resources management practices HRMP, can help 
to have engaged and satisfied employees in their work, and how these human resources attitudes can influence the 

social performance in the organization. A relationship explained on the basis of social exchange theory and realized 

through employee survey case study among staffs of a Chinese international group operating in Morocco. The 
objective is to study the correlation between HRM practices, affective commitment, satisfaction and social performance 

which was measured by the variables of individual performance, absenteeism and intention to quit in a multicultural 
context. The results of the analysis reveal that implemented HRM practices influence employee affective commitment 

partially, and influence their satisfaction significantly and positively. The study exposed also the link between those 

variables, while highlighting the factors that impact them, such as working conditions, lack of training and 
insufficient or incomplete personal understanding. 
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Introduction 
 

The implementation of HRM practices produces, first and foremost, directly results on the company's Human 

Resources (in terms of attitudes, behavior, skills). Secondly, their model allows a glimpse into the integration of the 

human links in a causal chain of success made up of several levels of intervention, through a model described as the 

"Staircase Model" (Le Louarn and Gosselin 2000, Le Louarn and Wils, 2001). This reasoning therefore recognizes that 

HRM practices have a direct impact on workplace behaviors and attitudes, through indicators such as organizational 

involvement, similar to the concept of "citizenship behavior" (Tsui et al. 1997) or "commitment" (Mayer & Schoorman, 

1992). This study is at the crossroads of two disciplinary fields that are particularly active today. The first is strategic 

management of human resources and the second is social exchange (Blau 1964) which examines how, under a principle 

of social exchange, employees react to the activities provided by HR managers. The purpose of this article is also to 

provide a review of the literature on the relationship between employee attitudes and social performance, and how this 

link is evaluated in a foreign company operating in a Moroccan context. 
 

1. Review of the literature 
 

1.1 Effects of HRM practices on different variables 
 

The impact of HRM Practices on performance is generally related to variations on employee attitudes and behaviors. 

To explore this relationship, researchers examined and introduced several variables such staff turnover rate (Batt, 2002, 

Huang, 2000) and absenteeism. Some subjective indicators are also introduced in those links, such as job satisfaction 

(Guest, 1999), commitment (Tsui et al., 1997) and trust in management (Whitener, 2001). The general modeling of 

interactions developed by Le Louarn and Wils (2001, 2006) allows us to model the links and interactions between those 
variables. Indeed, their research specifies three levels of employee contributions to the success of the organization: 
 

* First, the contribution of Human Resources in term of inputs, produced by skills and knowledge 

* Second, the contribution of managers at the management level, particularly through practices, policies and processes. 
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* The third contribution affects human results in terms of attitudes and behaviors. It is precisely this direct relationship 

between HRM practices and the HR attitudes (affective commitment and satisfaction) and indirect results between 

HRM practices and social performance, that we will study, based on various works that have been developed. In this 

regard, we can mention the study conducted by Way (2002) which shows that companies who rely on high-

performance HRM practices (communication, remuneration, recruitment, training, employment relationship and 

teamwork) have more chance to get an increase in productivity and a decrease in turnover. In this study, only 

remuneration practice had a significant effect on performance measurement. For Guérin, Wils and Lemire (1997), the 

implementation of participatory and communication-based practices had the effect of substantially reducing the level of 

employee‟s job dissatisfaction. This last interpretation is shared by Wiersma and Berg (1999), who related levels of 

employee‟s satisfaction in the steel sector with the presence of HR practices of autonomous work groups, training and 

multiplication of communication channels. Finally, according to Huselid (1995), and Huselid, Jackson and Schuler 

(1997), there is a strong relationship between the level of investment attained in some innovative HRM practices, and 

various performance measures such as turnover, level of productivity and economic performance value of the firm. 
 

1.2 HR results: HRMPs as a vector of attitudes and HR behaviors 
 

Human Resources Management practices refers to policies and procedures involving HR aspects related to 

management, planning, recruitment, selection, training and development, performance evaluation and labor relations        

(Dessler, 2008). In addition, Buddress et al. (2000) define HRMPs as the organizational assets that help an organization 

maintain the effectiveness of its HR. HRMPs are thus perceived as an important instrument for changing the attitude, 

behavior and satisfaction of employees, and especially their organizational commitment. Similarly, and according to 

Noe, Hollenbeck, Gerhart, and Wright (2007), HRM practices are the composition of policies, procedures, and 

regulations that determines employee attitudes, behaviors, and performance. 
 

In this perspective, the participatory management conceptual model of Lawler et al. (1993) which were inspired from 

strategic human resources management, suggests four bundles or practices that can increase organizational commitment 

and employee performance. Information sharing, skills development, power sharing and recognition systems would 

thereby, influence both organizational commitment and individual performance level. 
 

1.3  Highlighting the link between HRM practices and organizational commitment 
 

Affective commitment is one of the most desired attitudes within an organization. A concept that define the extent to 

which an employee can identify himself with the business and increase his level of emotional attachment and level of 

participation (Allen and Meyer 1990, Meyer and Allen 1991). Several studies have investigated the association 

between HRM practices and affective commitment, particularly in correlation with information sharing, which is the 

basis of HR engagement (Lawler et al., 1992, Rondeau et al.). Other studies have also exposed direct relationships 

between these two variables, like Dorenbosch et al. (2006), who showed that employee perceptions of coherent HRM 

practices were positively related to affective commitment to the organization. 
 

In this perspective, Gruman & Saks (2011) proposed a model of the relationship between HRMPs and employee 

commitment to improve organizational performance. According to this model, the overall management process can 

affect employee commitment. Similarly, Suan and Nasurdin (2014) state that the process of rigorous training, rewards, 

and performance evaluation enhances employee motivation and helps them improve their performance. Accordingly, a 

link between human resource management practices and employee commitment can be theorized. 
 

1.4 Highlighting the link between HRM practices and satisfaction 
 

Whether in theory or in practice, it is almost impossible to assume that employees have the same needs (Kinnie et al., 

2005). Employee satisfaction can be seen as an important predictor of behavior, if employees work unreservedly and 

produce optimally for the organization, it depends in large part on how they feel about their work and organization 

(Scott et al., 1994). Researchers have suggested that appropriate human resource management practices create positive 

employee satisfaction and psychological well-being that can motivate employees to achieve organizational goals 

(Becker et al., 1998). HRMPs correspond in this case to the employee management process that achieves organizational 

objectives (Wright and Snell, 1991). Other researchers have defined some HRM practices as highly engaged 

organizational practices like for example compensation, training, employee participation, selectivity and flexible work 

arrangements designed to motivate employees to succeed at an organizational level (Delery& Shaw, 2001). 
 

In addition, investing in HRM practices is supposed to reinforce the sense of commitment to the organization and 
consequently increase employee motivation to support the effectiveness and performance of the organization (Lee and 

Bruvold, 2003). 
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1.5 Performance as a result of employee attitudes 
 

Simard et al. (2005) state that people who are emotionally attached to the organization would perform better. Affective 

commitment would therefore be associated with more positive attitudes to work and a stronger propensity to adopt 

citizenship behaviors towards the organization (Riketta, 2002). Previous research has shown, however, that affective 

commitment has an impact on individual work performance, turnover, prosocial behavior and absenteeism (Cohen, 

2003). 
 

Two main studies evaluated the effect of HRMPs on HR behaviors based on the theory of human capital and the 

efficiency of employees. Mudor & Tooksoon, (2011) conclude based on their study results that satisfaction is 

significantly correlated with HR behaviors, while HRM practices were able to improve satisfaction and performance. 
 

The classic approach to this issue is often to analysis the relationship negatively, highlighting the costs of high rates of 

turnover, absenteeism, or low work performance. Another way to study the issue is to consider a more positive 

approach of the "happy productive worker" which consider that engaged and satisfied employee by the HRM practices 

implemented in his company would necessarily be an effective employee. Furthermore, Harter and al. (2002) state of a 

significant correlations between overall performance satisfaction and commitment. This study reveals the effects of 

satisfaction and commitment on staff turnover, customer satisfaction and loyalty, as well as on the number of work 

accidents. Finally, Allen, Shore, and Griffeth (2003) have shown that perceived organizational support is positively 

associated with job satisfaction and organizational commitment. According to the same study, organizational 

commitment negatively influences the turnover as an outcome. Indeed, hired employees would be less absent and more 

loyal to their organization (Meyer & al., 2002), more willing to make efforts, perform at work and adopt citizen 

behaviors (Becker & Keman, 2003; & al, 2002, Podsakoff et al., 2000). 
 

2. Theoretical framework mobilized: 
 

2.1. Theory of social exchange 
 

The theory of social exchange (Blau 1964) is an approach in which the relation to organization can be conceptualized 

as including economic and social exchanges (Aryee et al., 2002). Economic exchanges are based on contractual 

arrangements, requiring the fulfillment of specific obligations with no expectation of performance that falls beyond the 

terms of the contract. Rather, social exchanges, involve specified terms and are based on the standard of reciprocity 

which suggests that people feel obliged to give back to those who gave them (Tzafrir, 2005).  
 

The theory of social exchange suggests that when employees perceive equity in the way they are treated by their 

organizations, they will exchange positively (Aryee et al., 2002). This theory thus explains how employee attitudes and 

behaviors are modified under the influence of certain HRM practices (Chang and Chen, 2011, Wu and Chaturvedi, 

2009) and how these behaviors are strategically important to improve organization performance (Collins and Smith 

2006; Sun and al. 2007). 
 

Indeed, HRM Practices can be seen as an important contribution to the social exchange process, by which employee 

perceptions, attitudes and behaviors are shaped (Kuvaas, 2008). Thus, a bundle of HRM practices would create positive 

exchange relations, which would consequently encourage the participation of human resources in the development of 

organizational performance. 
 

In other words, the use of HRM practices can contributed to demonstrate, that the organization is committed to its 

employees, is concerned about their well-being and development, and wants to invest in them. Through practices like 

those of training and development, performance appraisal, identification of training needs, performance-based 

compensation, employee involvement in decision-making processes, and communication about organizational values.  
 

2.2. Theoretical support of the mediating role of HR attitudes in the relation between HRMP and Performance 
 

Searchers and practitioners have increasingly recognized the importance of effective human capital management for 

organizational performance (Grant 1996, Hitt, Biermant, Shimizu and Kochhar 2001). This claim is supported by 

extensive field research (Delery& Doty 1996, Huselid 1995, MacDuffie 1995) and subsequent confirmatory and meta-

analyzes (Combs et al., 2006, Wright et al., 2005). Several empirical studies confirm that effective HR practices have 

an immediate effect on employee attitudes and behaviors, such as job satisfaction, affective commitment (Gong et al., 

2009, Takeuchi et al., 2009), turnover (Sun et al., 2007) and social exchanges (Takeuchi, Lepak, Wang and Takeuchi, 

2007). Further, theoretical studies about the causal chain of HR performance suggest that these studies may explain the 

relationships between human resource practices and employee outcomes (Bowen and Ostroff 2004, Nishii and Wright 
2008). Empirical studies have also shown that employee‟s perceptions about human resource management practices 

differ significantly from the perception of top management and HR managers (Liao et al., 2009). 
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According to Fabi, Lacoursière, and Raymond (2015), the usage of HRM practices that improve working conditions 

would encourage positive attitudes among employees and have an impact on HR behaviors. Boselie, Dietz, and Boon     

(2005) and Gerhart (2005), suggest that grouping practices in bundles would improve satisfaction directly (Wu and 

Chaturvedi, 2009) and generate a positive association with organizational commitment (Guchait et al. Cho, 2010; 

Meyer and Smith, 2000) and a negative correlation with intention to quit (Jiang et al., 2012). 

The literature clearly suggests that human resources attitudes have significant correlation with performance and that 

human resource management practices can affect individual employee performance through their influence on job 

satisfaction and employee commitment, through structures that enable employees to improve the way their jobs are 

done (Huselid, 1995). This motivation process helps to link job to both organizational and individual results through 

employee commitment. 
 

In our study, we will analyze the perceived influence of HRM practices on employee satisfaction and commitment in 

the affective dimension and finally on social performance. Inspired by different models of HRM practices 

combinations, we propose to analyze the perceived influence of communication practices and participation, integration 

and organization of work, training and development, remuneration and recognition, career management and job 

security, on satisfaction and affective commitment and also on the social performance. 
 

Based on what we exposed previously, the conceptual model of the research is presented in the following figure: 
 
 

Fig 1: Conceptual model of the study 
 

 
       Source: Elaborate by ourselves 
 

 

Both the theoretical base and the results of the empirical studies that we have just presented, suggest a significant effect 

of HRM practices on the social performance of organizations, through the satisfaction and commitment of its 

employees as mediated variables. Indeed, our hypothesis concerned two parts of this correlation. The first examines the 

antecedents of employee attitudes in terms of satisfaction and affective commitment, and the second, states a 

relationship between these attitudes and social performance. All of the literature consulted leads us to develop the 

following four hypotheses: 
 

H1: Human resource management practices related to communication and participation, integration and 

organization of work, training and development, remuneration and recognition, career management and 

job security, support HR satisfaction 

H2: Human resource management practices related to communication and participation, work integration and 

organization, training and development, remuneration and recognition, career management and job 

security, support affective commitment of employees 

H3: HR satisfaction is significantly and positively correlate to the social performance  

H4: Affective commitment is significantly and positively correlate to the social performance 
 

3. Methodology 
 

Case studies can analysis a phenomenon in detail, reach a high level of conceptual validity, and can help to develop 

new hypotheses (George & Bennett, 2005). This research strategy fits with the objectives of our study, as we want to 

improve understanding of the attitudes of employees resulting of the implementation of certain HRM practices, 

including their satisfaction and their affective commitment in the model of correlation. The data was collected using a 

structured survey, distributed to staff of a Chinese energy equipment and electrical equipment company operating in 

Morocco with more than 145 Moroccan employees. A total of 120 questionnaires were distributed directly to 
employees at their work place. 59 questionnaires were collected, representing a response rate of 49.17%. 
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3.1. Human resource management practices measurement 
 

Measurement instrument developed to measure HRM practices includes several items grouped into five HRM practice 

categories that have demonstrated significant relationships with job satisfaction, organizational commitment and social 

performance in different empirical studies. The formulation of items was inspired by the literature (Tremblay et al, 

2000, Trudel et al, 2005). These categories of practices are related to communication and participation, work 

integration and organization, training and development, compensation and recognition, career management and job 

security. 
 

A Likert Scale is a type of rating scale used to measure attitudes or opinions. With this scale, respondents were asked to 

rate items on a level of agreement for each of HRM practices. Participants were asked to indicate their level of 

agreement with each statement asking for implementation of practices in their organization and HR services, using 

a five-point Likert-type scale from strongly disagree (1) to strongly agree (5). Items like: "The organization ensures the 

reception and support for the integration of new hires" (Integration), "In the organization where I work, my salary is 

influenced by my results" (Remuneration), etc., have been suggested in the questionnaire submitted to employees. 
 

3.2. Measurement of satisfaction, affective commitment and social performance 
 

Job satisfaction was measured using also five points Likert scale (1= very dissatisfied and 5 = very satisfied) from the 

shorter version of Weiss's Minnesota Satisfaction Questionnaire (MSQ), Dawis, England & Lofquist (1967). 

Commitment was evaluated according to affective dimension, representing the emotional attachment and the 

identification of an employee towards his organization. It was measured using a modified version of Meyer's 

organizational commitment scales, Allen & Smith (1993). In accordance with our theoretical model, social 

performance was measured though three variables: individual performance, absenteeism and intention to quit. Each 

variable was measured through two items. 
 

4. Results 
 

In the following, we will present and discuss the results of descriptive analysis and multivariate analyzes, evaluated 

using SPSS 16.0 software to test the research hypothesis. 
 

4.1 Results of the descriptive analysis 
 

Before proceeding to the actual results, it seems necessary to present certain characteristics of the respondents. The 

sample consists of 67% men versus 33% women. More than 75% of respondents are between 25 and 34 years old and 

23% are under 25 years old. Regarding the level of studies, 38% have a level of studies of engineer, 37% have a level 

of university degree, 15% have a level of Master degree, 7% have a level of DUT, while 2 of the interviewed 

employees have a level higher than Master degree. Finally, additional data provide information on the seniority, family 

situation. The status of respondents is distributed on 43% of managers and engineers, 23% of senior technician, 17% of 

agents of mastery, 12% of Technician and 5% of various positions. 
 

According to the descriptive results of the average perception that employees have of HRM practices implemented in 

the company, the integration and work organization practices registers an average of (2,41/5) and communication and 

participation registers an average of (2,29/5), and can be considerate as those who have a positive and significant 

perception comparing to the other practices. While the training practice (1.96/5) is the one that seems least well 

perceived by employees. The analysis of descriptive data (mean and standard deviation) on variables related to HRM 

practices reveals higher average values for the two practices of integration and organization work and also for 

communication and participation. Practices of training and development relate however with the lowest average value. 

For satisfaction variables, affective commitment, individual performance, absenteeism and intention to quit, the 

averages of these variables are higher. 
 

4.2 Results of correlation and regression analysis 
 

From the results obtained, we can note that the significant correlations are between 0.10 and 0.53, none of these 

correlations exceeds 0.75, a threshold from which the problem of multicollinearity intervenes (Chen & Francesco, 

2003). The relationships between the variables involved in the research hypotheses represent weak relationships for 

those linking HRM practices to affective commitment and HRM practices to individual performance. However, the 

correlation seems high, concerning the relationship between HRM practices and satisfaction (.27 r .53). 
 

The correlations between the independent variables of HRM practices and satisfaction, represent the highest and most 
significant level of correlation, as well as the correlation between the human resources satisfaction and the individual 

performance variable. The correlation results show also a strong link between satisfaction and all HRM practices from 

(0.420**) for remuneration practices to (0.534**) for integration and work organization practices, with a less important 

correlation for training and development practice (0.277 *). 
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Regarding to individual performance, it seems to have a significant correlation only with the integration and work 

organization practices (0.268*) and communication and participation (0.207 
*
). Absenteeism is negatively correlated 

with the three practices of integration and organization of work, communication and participation and career 

management and job security with respective correlations of (-0.246
*
), (- 0.211

*
) and (-0.214

*
). A significant 

correlation found between absenteeism and the “age” variable. Finally, the intention to quit seems to be strongly 

correlated with the status of the employee in the company (0.392
**

) and the three practices of training and development 

with a correlation of (-0.371
**

), remuneration and recognition practices (-0.236
*
) and career management practices and 

job security (-0.255
*
). However, the other practices do not show significant correlations with the dependent variable of 

intention to quit. 
 

The first hypothesis stipulating a positive relationship between HRM practices and satisfaction was tested with a simple 

regression analysis, and the results allow us to validate the hypothesis of the relationship between these two variables 

with an adjusted R
2
 of 0.28. 

 

The second hypothesis supposing a positive relationship between HRM practices and affective commitment was tested 

with a simple regression analysis. However, the results show that there is no relationship between these two variables, 

as emphasized by the weakness of the adjusted R
2
 (-0.024) and the lack of significance of the ANOVA model. HRM 

practices do not seem to have an impact on affective commitment for the model and population studied. Thereby, the 

hypothesis H2 is not validated. 
 

The third hypothesis that asserts a positive relationship between satisfaction and social performance was tested with a 

simple regression analysis. The results show a positive relationship between these two variables with an adjusted R
2
 of 

(0.149), which highlights a significant impact of satisfaction on individual performance. As for the relationship of 

satisfaction with the other two variables of social performance (absenteeism and intention to quit). A correlation seems 

to exist between these variables but with a modest adjusted R
2
 of (0.099) for absenteeism and (0.045) for intention to 

quit, significantly lower than that observed for satisfaction and performance, which allow us, only partially validates 

this third hypothesis. 
 

The fourth hypothesis, which suggests a link between affective commitment and social performance, was tested with a 

simple regression analysis, the results show a very weak correlation between these two variables with a respective 

adjusted R
2
 of (0.02) for individual performance, (-0.009) for absenteeism and (0.001) for intent to quit. These results 

do not validate the hypothesis of the impact of the affective commitment on absenteeism, and only partially validates it 

in terms of individual performance and intention to quit. 
 

This result can be explained by the average age of respondents and the seniority of all employees, which is less than 

two years. Adding to this, the intercultural context that characterizes the company can also explain some results. 

Finally, a multiple regression analysis was conducted with a step-by-step entry, and allow us to confirm that 

satisfaction variable has the highest degree of impact on social performance and more specifically on individual 

performance in the two models emerging from the analysis, (adjusted R
2
 of 0.164 and 0.176). The variable of affective 

commitment is excluded from the first model but reintegrated in the second, allowing the R
2
 to progress slightly. 

 

Discussion and Conclusion 
 

The existing literature about employee commitment and satisfaction, reveals that they are designed in different ways 

within organizations. There is no consensus in their definitions and so have a multi-faceted construct (Kahn, 1990). 

This study suggests that a committed and satisfied employee is someone who is optimistic, motivated, efficient, and 

ready to contribute to organizational success in the long term. This article allows, thanks to the theoretical and 

empirical approach, to deepen knowledge on the effects of the perception of HRM practices. Our goal is to empirically 

study the respective influence of employee satisfaction and affective commitment toward human resource management 

practices, on social performance by collecting data directly from employees not from HR manager.  
 

Apart from testing the staircase model of Le Louarn & Wils (2001) based on the theory of social exchange, results of 

this study show the strategic nature of HRM in the success of organizations. HRM practices appear to be important 

levers of social performance and that they clearly affect HR satisfaction and their affective commitment.  
 

Therefore, companies should direct their management towards the well-being of employees to build an appropriate 

human resources policy. The study allowed us to detect among the practices studied, those that more influenced the 

satisfaction and commitment of employees. Through our results, and in addition to the variables of our model, the 
factors of working conditions, lack of training, work environment and the non-consideration of personal constraints 

seem to be the most influential factors respectively. Also, the satisfaction of overcoming and the challenges and the 

desire to satisfy the customers are factors influencing the degree of investment in the work of the interviewed 

employees. 
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The choice of HR practices and their application should be considered with interest, drawing in particular on the results 

of research in this field, particularly in the Moroccan context, and more specifically for foreign groups and companies 

that set up their businesses regarding to their cultural and managerial specificity.  
 

Additional more studies can be conducted to explore the way in which this relationship evolves. Research still opens, 

and it would be interesting to explore further models and incorporate other intermediate variables using structural 

equation model‟s analysis which provide more clarity on results. That would certainly help to make decision and 

increase the level of comprehension of human resources commitment and satisfaction factors that most influence them. 
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