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Abstract

Research on the association between Commitment-based Human Resource
(CBHR) practices and employee-related outcomes generally focuses on
generational differences rather than age differences in the organization. Drawing
on the lifespan perspective, we consider age as a continuous variable and examine
the relationship between facets of commitment-based HR practices and the
moderating effect of age on employees’ intrinsic motivation. To explore this topic,
we present two main conflicting hypotheses about the universalness of
commitment-based HR practices. First, we hypothesize that commitment-based
HR practices will have the same impact and application regardless of age.
Secondly, as workforces are aging across the world, it becomes increasingly
important to understand how employees manage their resources across different
lifespans. Based on Selection, Optimization, and Compensation (SOC) theory and
Socioemotional Selectivity Theory (SST), we identify five facets of commitment-
based HR and hypothesize that age will have a moderating effect on these facets.
We contribute to the existing literature by exploring the various facets of
commitment-based HR practices and investigating them both as part of a
collective system and separately.

A total of 217 employees working in various private and public industries
participated in this study. Our findings reveal that commitment-based HR
practices as a collective system is a better predictor for employees’ intrinsic
motivation rather than age, which further supports the universal impact and
application of these practices. The moderating effects of age showed the same
values as the direct effects only on the relationship between incentive policies and

intrinsic motivation and work-family spillover and intrinsic motivation.

Keywords: Commitment-based HR practices, employee outcomes, SOC theory,

SST theory, intrinsic motivation, lifespan perspective.
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1.0 Introduction

Commitment-based HR practices have gained considerable attention in
organizational research and practice due to their potential to foster a committed
and engaged workforce. These practices encompass a range of strategies and
initiatives aimed to enhance employee commitment to the organizations, which in
turn has been linked to a range of positive outcomes, such as improved
performance, increased productivity, higher job satisfaction, and organizational
commitment (Meyer & Allen, 1991; Riketta, 2002; Wiener, 1982). The increased
competition in today’s business environment for attaining skilled employees
further emphasizes the importance of having a committed and motivated
workforce in the organization in order to gain competitive advantage, and achieve
long-term success. Implementing commitment-based HR practices offers
organizations the opportunity to cultivate a committed workforce, leading to
improved employee engagement, reduced turnover intentions, and enhanced
organizational performance (Meyer & Allen, 1990; Riketta, 2002; Shore &
Tetrick, 1994). Commitment-based HR practices is therefore used as a means to
attract, motivate, and retain talent within organizations (Arthur, 1994; Guest,
2001; Huselid, 1995).

The literature has consistently shown that commitment-based HR practices
positively influence employee outcomes, highlighting the impact of these
practices on various individual and organizational variables. Engaged and
committed employees are more likely to go above and beyond their formal job
requirements, exhibit higher levels of task performance, and actively contribute to
organizational goals. Moreover, commitment-based practices have been
associated with increased productivity, as employees who are dedicated to the
organization invest their time and effort in achieving targets and fulfilling
organizational objectives (Combs et al. 2006; Rauch & Hatak, 2016).
Commitment-based HR practices also contribute to improved employee
satisfaction and well-being. When employees perceive that their organization
values their contributions, provides opportunities for growth and development,
and supports their work-life balance, they experience higher job satisfaction,
which, in turn, leads to enhanced overall well-being (Boselie et al. 2005; Jiang et
al. 2012). The importance of HR practices to improve motivation is also widely
acknowledged (e.g., Datta et al. 2005; Huselid, 1995).
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Theoretical perspectives, such as the social exchange theory (Blau, 1964)
and the norm of reciprocity (Gouldner, 1960), have been employed to explain the
underlying mechanisms through which commitment-based HR practices influence
employee attitudes and behaviors (Meyer & Herscovitch, 2001). Moreover,
empirical evidence suggests that commitment-based HR practices contribute to
the development of a psychological contract between employees and the
organization, resulting in increased organizational commitment and reduced
turnover intentions (Gonzalez-Roma et al., 2009; Rousseau, 1989). Additionally,
research is fairly unequivocally in favor of intrinsic motivation as the best source
of good job performance and a variety of other employee outcomes. In general,
we can say that internal motivation as a source of good performance is more
effective than external motivation, for tasks or where quality, understanding,
learning, development and creativity are more important than quantity (Gagné &
Deci, 2005). However, despite the extensive research on commitment-based HR
practices, there is a noticeable gap in the literature regarding the impact of age-
related factors on the effectiveness of these practices.

Another problem with previous research is that it has predominantly been
conducted on the macro-level, and sheds little light on how different HR
interventions work, because the impact of HR is typically not studied through the
perspective of the employees (Kuvaas & Dysvik, 2020, p. 38). This is a matter of
concern, because employees often have an entirely different perception of the HR
practices and systems (e.g., Edgar & Geare, 2005; Khilji & Wang, 2006; Guest &
King, 2004; Truss et al., 1997; Wright & Boswell, 2002).

Employees are an essential source of competitive advantage, and it is
therefore crucial that organizations engage in practices that motivate the
employees in order to keep up with the nature of competitiveness in today’s
contemporary business environment (Ferris et al. 1999). Since workforces are
aging across the world (OECD, 2005), and a significant age-shift in the workforce
is to be expected, it is important to acknowledge that individuals progress through
different stages in their lifespan, and their needs, values, and priorities evolve
accordingly. Therefore, organizations should reconsider their organizational
policies and practices in order to encourage older workers to remain engaged and
active members of the workforce (Barnes-Farrell & Matthews, 2007). A meta-
analysis by Kooij et al. (2010) used the lifespan approach of Selection,

Optimization and Compensation (SOC) to argue that employee needs, and thus
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the utility of HR practices, change with age. Hence, we should also expect the
associations between various HR practices and work-related attitudes to change
with age.

Further, a study conducted by Allen and Meyer (1990) examined the
impact of HR practices, such as training and development, reward systems, and
participatory decision-making, on affective commitment and turnover intentions
among employees of different age groups. The findings revealed that
commitment-based HR practices positively influenced affective commitment and
reduced turnover intentions across all age groups, highlighting the universal
nature of these practices. Research by Shanock et al. (2010) examined the
mediating role of psychological contract fulfillment in the relationship between
commitment-based HR practices and organizational commitment among different
age cohorts. The study found that commitment-based HR practices significantly
predicted psychological contract fulfillment, which, in turn, enhanced
organizational commitment across all age groups. This suggests that commitment-
based HR practices can be positively related to employee commitment regardless
of age.

However, while commitment-based HR practices may have universal
effects, it is important to consider the unique needs and preferences of employees
at different stages of their lifespan. As individuals progress through their careers,
their personal and professional goals, motivations, and values undergo significant
changes. For example, younger employees may prioritize skill development and
career advancement opportunities, while older employees may value work-life
balance and flexible work arrangements. Hence, specific commitment-based HR
practices may be more relevant and impactful for employees at specific stages of
their lifespan. A study by Wright and Bonett (2002) investigated the differential
effects of commitment-based HR practices on organizational commitment among
employees at different career stages. The findings revealed that career
development opportunities were particularly significant for younger employees,
while work-life balance practices played a crucial role in enhancing commitment
among employees in later career stages. These findings highlight the importance
of tailoring commitment-based HR practices to meet the changing needs of
employees across their lifespan.

While commitment-based HR practices have shown to offer numerous

practical benefits, it is crucial to understand the current state of knowledge in this
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field. Existing research has identified several factors that influence the
effectiveness of commitment-based practices, such as leadership support,
organizational culture, employee involvement, and compensation systems (e.g.,
Takeuchi et al. 2007; Lawler, 1994; Milkovich & Newman, 2008). This thesis
aims to contribute to existing research by examining the moderating effect of age
on facets of commitment-based HR practices. Although commitment-based HR
practices have been widely acknowledged as beneficial for employees across
different age groups, it is essential to recognize that individuals may have varying
needs and priorities at different stages of their careers (Rudman & Mescher,
2013). By understanding the nuances of the relationship between commitment-
based HR practices and employee outcomes across age cohorts, organizations can
adopt a more targeted and effective approach to human resource management.
Therefore, it becomes crucial to examine the relationship between commitment-
based HR practices and employee outcomes within the context of age. This thesis
explores the proposition that commitment-based HR practices are universal in
their overall impact on employee outcomes, but their effectiveness may vary

based on where employees are in their lifespan.

1.1 Research question

The guiding research question for this thesis will be as follows:
What is the relationship between commitment-based HR practices and intrinsic
motivation from a lifespan perspective? How does age moderate this

relationship?

2.0 Theory

2.1 Theoretical framework

For our thesis, we have incorporated literature from various fields in order
to provide a more comprehensive knowledge of the different research areas and
their connections. First, we present the general framework of human resource
management and its importance in organizations. Then, we will present theory and
research on commitment-based HR practices, including the highly assumed

universalness of these practices. Further, we will go through the various facets of
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HR practices that we measured as independent variables. Here, we also aim to
relate the practices to intrinsic motivation, our dependent variable. Further, we
present SOC theory and SST from the lifespan perspective to provide more insight

to age as our moderator, and how it connects with our conceptual model.
2.2 Human resource management

Human resource management (HRM) in today’s organizational context
has two distinguished roles: (1) to foster performance of an organization (Stavrou
et al., 2010; Delery & Doty, 1996) and (2) to act as a support for achieving
competitiveness through people (Collins & Smith, 2006; Huselid, 1995; Wright et
al., 2001). HRM therefore refers to practices, policies and systems that affect
employee’s behavior, attitudes, and performance (Noe et al., 2006). Consequently,
these HR practices are an essential part of human resource management. They can
further be described as systems that are developed with the intention to retain,
attract, and motivate employees and improve organizational performance (Schuler
and Jackson, 1987). Thus, organizations have shifted from focusing solely on
increasing their productivity and differentiating their products and services to
focusing on their human capital, considering their employees their most valuable
asset (Kuvaas & Dysvik, 2020; Pagan-Castano 2022; Elsharnouby & Elbanna,
2021; Kehinde, 2012).

2.3 The universal impact and application of commitment-based HR practices

Further research on HR practices have argued that specific practices that
aim to foster commitment have shown to enhance organizational outcomes such
as productivity and performance, and decrease turnover-intentions independent of
organizational strategy and structure (Kuvaas & Dysvik, 2020). Arthur (1994)
explains these findings by pointing out that organizations with commitment-
oriented HR get more loyal and committed employees, experience fewer conflicts
between employees and management, without typical macro studies actually
investigating such conditions. These practices aim to enhance employees’ level of
skill, motivation, information, and empowerment in order to create a mutually
beneficial relationship where employees are dedicated to achieving organizational

goals, and organizations prioritize the growth and well-being of their employees
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(Combs et al., 2006; Kuvaas & Dysvik, 2020; Collins & Smith, 2006; Guthrie,
2001).

Commitment-based HR generally includes practices such as recruitment
and selection, training, employee security, compensation, internal career
opportunities, and teamwork (Collins & Smith, 2006; Sun et al., 2007). At least
six meta-analyses provide clear support for a universal perspective advocating
commitment-based HR on organizational performance and employee outcomes
(Combs et al., 2006; Rabl et al., 2014; Rauch & Hatak, 2016; Wright et al., 2005).
Several of these meta-analyses also indicate a stronger connection between a
system of internally consistent HR activities and results between individual HR
activities as long as it is about HR in a commitment-based direction (Kuvaas &
Dysvik, 2020, p. 37).

There have been a number of studies that examined the universality of
commitment-based HR practices across industries, sectors, and cultural contexts.
These studies illustrate the substantial benefits of commitment-based HR practices
and their widespread applicability (e.g., Nishii et al. 2008; Takeuchi et al. 2007;
Pfeffer & Veiga, 1999; Meyer & Smith, 2000; Meyer & Allen, 2004; Riketta &
Van Dick, 2005; Kim et al. 2005). For example, Collins and Smith (2006) studied
the relationship between the degree of commitment-based HR and organizational
results among 136 high-tech firms. The results from this study not only point to
strong positive relationships between commitment-based HR and organizational
results, but go a long way in documenting that this can be explained by the fact
that such HR improves the social climate in the organization. Other studies have
examined the psychological contract between employees and organizations,
emphasizing the importance of commitment in the employment relationship, and
how commitment-based HR practices positively influence employee attitudes and
behaviors across different organizational contexts (Guest, 2004). Further, Youndth
et al. (2000) highlights the universal benefits of commitment-based HR practices,
such as training and employee involvement, in enhancing organizational
performance across various industries. These studies, among many others, provide
empirical evidence supporting the universal applicability and positive benefits of
commitment-based HR practices on employee outcomes. While the specific
context and variables may vary, the underlying principles and benefits of
commitment-based HR practices are similar across diverse organizational settings.

Of the few studies that have been done between strategy and HR, commitment-
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based HR also seems to be effective across different strategies (Kuvaas & Dysvik,
2020).

A meta-analysis has also been carried out which examined the importance
of HR in different regions and countries (Rabl et al., 2014). This study included
156 studies and a total of 35,767 organizations or organizational units from 29
countries, and showed positive relationships between commitment-based HR and
organizational effectiveness in all countries and regions (Anglo-American
countries with and without the US, Latin European countries, Eastern European
countries, Confucian countries, South Asian countries, Germanic countries,
countries from the Middle East and African countries).

For intrinsic motivation, Pfeffer and Veiga (1999) describes the benefits of
commitment-based HR practices in the following way (1) employees work harder
because of stronger involvement and commitment due to a high degree of co-
determination and self-control, (2) employees work smarter because they are
encouraged to develop and use their skills and competence, and (3) the employees
work more responsibly because the responsibility is placed in their hands. In other
words, commitment-based HR allows for intrinsic motivation to be important
driving forces in organizations. As mentioned, intrinsic motivation refers to
behavior carried out with a background of internal rewards such as satisfaction,
joy or meaning linked to the tasks performed. Employees consistently report that
intrinsic motives are more important than extrinsic motives across a variety of
cultures. Furthermore, a cross-cultural study shows that among ten fundamental
needs, the needs for autonomy, competence, belonging and self-esteem are the
most important, but popularity and money are the least important (Sheldon et al.
2001). Finally, studies show that up to 95% of the average workforce are initially
intrinsically motivated to do a good job (Sirota et al., 2005), as long as the
conditions are right for it (Kuvaas & Dysvik, 2020, p. 58).

2.3.1 Facets of commitment-based HR practices

Incentive policies. Incentive policies are mutually agreed policies in
organizations that are offered to attract, retain, and motivate employees in order to
increase commitment (Collins & Smith, 2006). Result- and performance-based
rewards with indirect effects (different types of fixed salary systems) can increase
employees' experience of being valued, motivation, organizational commitment,

psychological ownership, which in turn can increase employees' job efficiency

Page 7



(Kuvaas & Dysvik, 2020). Although financial incentives have shown to not be
well suited to create lasting positive changes in attitudes, values, or behavior,
organizations still have a strong belief in the qualities of external governance and
financial incentives as the basic governing and organizing principle in working
life. For example, rewards and incentives that align with individuals’ goals and
values, and are perceived as equitable and attainable, can lead to increased
engagement, satisfaction, and sense of accomplishment (Kuvaas & Dysvik,
2020).

Hypothesis 1a. Incentive policies will be positively associated with

intrinsic motivation.

Learning and development policies. Learning and development policies
are systematic learning and development initiatives that aim to improve
individual, group and organizational performance (Kraiger & Ford, 2007, p. 81).
The main purpose is to enhance and upgrade the skills of the competent workforce
of an organization and utilize this knowledge to change the internal environment
of the organization. Storey and Sisson (2000) argued that employees perceived
training (i.e., learning opportunity) as a symbol of an employer’s commitment
towards them. Other researchers have also shown that such policies are associated
with intrinsic motivation, arguing that it improves performance while learning
within a specific task or activity (Kuvaas & Dysvik, 2020). Employees who are
intrinsically motivated are more likely to think strategically, suggest more creative

solutions and learn faster from their experiences (Ryan & Deci, 2000).

Hypothesis 1b. Learning and development policies will be positively

associated with intrinsic motivation.

Autonomy. Job autonomy in an organization can be related to work
method, work schedule, pace of work, work procedures, work evaluation, amount
of work, goals, priorities and job criteria (Jonge, 1995). It also refers to the degree
of freedom, flexibility, and independence an employee has. As a facet of
commitment-based HR practices, autonomy is an important factor contributing to
enhancing employee performance, increasing commitment (Sisodia and Das,

2013), motivation (Hackman and Oldham, 1976), employee engagement and
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trust-building towards the manager and organization (Dirks & Ferrin, 2002).
Thus, there may be a strong association between motivation and autonomy;
people who are intrinsically motivated in doing an activity are doing it for its own
sake, and make decisions based on their own opinion, rather than because of

external pressure or reward for doing it.

Hypothesis 1c. Autonomy will be positively associated with intrinsic

motivation.

Perceived organizational support. Perceived organizational support
(POS) refers to the employee's beliefs concerning the extent to which the
organization values their contributions and cares about their well-being
(Eisenberger et al., 1986). A meta-analysis of over 70 individual studies by
Rhoades and Eisenberger (2002) shows that perceived organizational support is
strongly positively related to affective organizational commitment and negatively
related to calculative organizational commitment. For example, organizational
support is also positively related to both work performance and to extra-role
behavior and negatively related to actual turnover, turnover intention, and various
forms of job strain. Organizations that prioritize and demonstrate support for their
employees by providing resources, recognition, fair treatment, and opportunities
for growth and development, may therefore be positively associated with
employees’ intrinsic motivation. It is interesting from an HR point of view that
conditions such as salary level, job security and promotions have also been
investigated, and as expected these are positively related to perceived

organizational support (Kuvaas & Dysvik, 2020).

Hypothesis 1d. Perceived organizational support will be positively

associated with intrinsic motivation.

Work-family spillover. Work-family spillover, which refers to the
transfer of stress, emotions, and behaviors between work and family domains that
overlap
or spill over into each other which can have positive or negative implications for
the employee. When individuals experience high levels of work-family spillover

in a way that their work responsibilities impede their family life, this can lead to a
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negative association with their intrinsic motivation towards work. By
implementing policies and strategies that promote work-life balance, such as
flexible work hours, hybrid office, and provide support for family integration,
organizations can enhance employees’ ability to effectively navigate their work
and family responsibilities (Kuvaas & Dysvik, 2020). Such policies foster a
positive work environment that acknowledges the importance of family
commitments, leading to increased job satisfaction, higher levels of commitment
to the organization, and improved overall well-being (Grzywacs and Marks,
2000).

Hypothesis 1e. Work-family spillover will be negatively associated with

intrinsic motivation.

2.4 The moderating role of age in the relationship between commitment-

based HR practices and intrinsic motivation.

Previous research on age differences in management literature has focused
on the idea of generational differences in work attitudes, motivation, and behavior
(e.g., Espinoza & Ukleja, 2016; Fitch & Van Brunt, 2016). However, a critical
review of the theory, empirical research and practical applications on generational
differences in management and work-settings by Rudolph et al. (2017) refuted the
various myths and conceptions surrounding the idea of generational differences in
general. Instead, they argued that the lifespan development perspective represents
a useful alternative to generational representations, as it better captures age-related
dynamics that are more relevant to leadership and employee outcomes. While
these studies operationalized age as either life stage or career stage, the lifespan
approach focuses on age as a continuous variable throughout an individual's life.

In line with the lifespan approach, the theory of Selection, Optimization,
and Compensation (SOC) highlights that the management of resources is the basis
for successful development. According to the SOC model, successful
development encompasses selection of functional domains on which to focus
one’s resources, optimizing developmental potential and compensating for losses,
to ensure the maintenance of functioning (Baltes & Baltes, 1990; Baltes, 1987;
Freund, 2006; Baltes & Carstensen, 1996). As individuals progress through

different stages of their lifespan, their needs and preferences undergo
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transformations. According to SOC theory, the allocation of resources for growth
and optimization decreases, while resources allocated for maintenance and
compensation increase in response to losses (Baltes et al., 1999). Research
supports the notion that regulatory focus shifts from promotion to prevention as
individuals transition from young adulthood to old adulthood (Freund, 2006).

Similarly, the Socioemotional Selectivity Theory (SST) proposed by
Carstensen and colleagues (1999) focuses on the prioritization of socioemotional
goals as individuals age. According to SST, as individuals perceive their time
horizons becoming more limited, they prioritize emotional well-being and
meaningful relationships. Both theories provide insights into how individuals cope
with gains and losses over their lifespan, the importance of socioemotional needs
in later life stages, and the impact of commitment-based HR practices on
employees' socioemotional well-being.

Thus, the question of successful development becomes how people
maximize gains and minimize losses by managing ever-changing resources over
the course of their lives (e.g., Baltes & Baltes, 1990; Brandtstadter, 1998;
Labouvie-Vief, 1981). Applied to the work domain, Baltes (1997) found that
developmental challenges at work can be successfully navigated via SOC-relevant
behaviors. Individual differences in SOC behaviors were important predictors of
outcomes associated with development mastery (e.g., work performance) and
adaptation to developmental challenges (e.g., work-family conflict). Further,
Kanfer and Ackerman (2004) proposed that “among older workers, work
motivation will be less determined by level of performance achievement and,
rather, more determined by judgments of how much effort is required for requisite
performance, and the utility of allocating that effort” (p. 451). With advancing
age, individuals increasingly experience functional losses relative to gains. To
account for this shift, individuals invest effort in adaptive coping strategies (i.e.,
SOC behaviors) to re-balance the gain-loss ratio. Over time, individuals apply a
specialized and refined set of SOC relevant actions in service of successful
development (Baltes & Baltes, 1990).

Empirical studies provide evidence for the moderating role of age in the
association between HR practices and commitment. For instance, Conway &
Holmes (2004) discovered that broad training aimed at employability was more
strongly associated with affective commitment among older employees compared

to younger ones. Similarly, Finegold et al. (2002) found that job security

Page 11



satisfaction was most strongly linked to commitment among older workers, while
opportunities for skill development and performance-based salary had a stronger
negative relationship with intention to leave among younger individuals. These
findings highlight the relevance of commitment-based HR practices in addressing
the changing needs of employees across different age groups, including their
socioemotional well-being.

According to SST, commitment-based HR practices play a crucial role in
addressing employees' socioemotional needs as they age. As individuals prioritize
emotional well-being and meaningful relationships, HR practices that promote a
supportive work environment, work-life balance, and opportunities for social
interaction become increasingly valuable (Carstensen et al., 1999). These
practices can enhance employees' socioemotional well-being by fostering positive
relationships, reducing stress, and creating a sense of belonging and purpose
within the organization. The alignment between commitment-based HR practices
and employees' socioemotional needs becomes particularly crucial in later life
stages when individuals prioritize these aspects of their lives.

Other earlier studies have also found curvilinear effects of age on the
associations between HR practices and commitment (Conway & Holmes, 2004;
Finegold et al., 2002). In these studies, the rationale for curvilinear effects of age
was based on Super’s (1957) career stage model. In this model, employees pass
through four stages in their career. First, employees pass through the ‘trial’’
stage, in which their primary concerns are to identify their interests and
capabilities and to define their professional role or self-image (Ornstein et al.,
1989). Subsequently, in the ‘‘establishment stage’’, employees are concerned with
moving upward and mastering their identified area of interest. In the subsequent
““maintenance stage’’, employees hold on to their earlier achieved
accomplishments and try to maintain their self-concept; and finally, in the
“‘disengagement stage,”” employees begin to detach from the organization and to
develop a new self- image that is independent of career success (Kooij et al. 2010,
p. 1115).

Thus, commitment-based HR practices play a significant role in the
lifespan theories of SOC and SST. Understanding the changing needs and
preferences of employees across different stages of their lifespan is essential for
designing effective HR practices. By considering the socioemotional goals

emphasized in SST, organizations can develop HR practices that are better aligned
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with employees' evolving needs, ultimately promoting higher levels of
commitment, job satisfaction, and socioemotional well-being. Since SOC theory
and SST address how individuals cope with gains and losses over their lifespan,
these theories seem appropriate for formulating hypotheses on the moderating
effect of age on the relationship between commitment-based HR practices and

employee outcomes.

2.4.1 Facets of commitment-based HR practices

Incentive policies. From a societal perspective, all individuals have basic
needs that should be fulfilled, and thus, when the employees are adequately
compensated, they feel motivated to come to work and ensure to deliver to the
best of their ability. However, most researchers view compensation and incentives
as related to extrinsic motivation (Deci, 1975; Deci & Ryan, 1985). They suggest
that providing extrinsic incentives for employees can be counterproductive,
because it may diminish the employees’ intrinsic motivation, leading to decreased
levels of quality-weighted effort and lower net profits for the organization. A
meta-analysis by Deci et al. (1999) conducted among young people showed that
extrinsic incentives had a tendency to reduce the participants intrinsic motivation
for tasks that were in themselves intrinsic motivating. Since financial incentives
constitute a very strong explanation for, or help to justify, an activity, the spotlight
can be shifted away from how intrinsically motivating or exciting an activity is.

The impact of incentives may vary across different stages in the
employees’ lifespan due to differences in goals, motivations and career stages.
However, the SOC theory acknowledges that incentives can serve as powerful
motivators by influencing the choices, efforts and behaviors of individuals (Baltes
& Baltes, 1990). In the early stages of their careers, employees may be more
focused on selection, as they explore different opportunities and roles to find the
right fit. As mentioned, these employees pass through the “trial” stage, in which
their primary concerns are to identify their interests and capabilities to define their
professional role or self-image (Ornstein et al., 1989). Incentives can play a role in
attracting and motivating younger employees by offering benefits and rewards
that align with their aspiration and self-image in the organization. This is also
further supported by SST, arguing that younger individuals tend to have future-
oriented goals, focusing on exploration, personal growth, and social networking
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(Carstensen et al., 1999). In contrast, older individuals prioritize emotionally
meaningful goals and invest in maintaining close relationships. These age-related
shifts in motivational goals may lead to differential responses to incentive
policies, potentially moderating the relationship between incentives and intrinsic

motivation.

Hypothesis 2a: There is a positive relationship between incentive policies
and intrinsic motivation, and this relationship is stronger for younger

individuals.

Learning and Development policies. Employees in the early stages of
their careers have a tendency to prioritize learning and development as they seek
to acquire new skills, build a foundation of knowledge, and explore different
career paths. It was also argued by Bruner (1966) that intrinsic motivation
energizes young people’s sustained engagement in learning and development.
Based on SOC theory, young employees can selectively choose their career paths
and opportunities that align with their abilities and interests, and in so doing,
make progress towards their career goals (Carstensen et al., 1999). Optimization
enables employees to continuously develop and refine their skills, increasing their
employability and promotability. Compensation strategies help individuals adapt
to setbacks or obstacles encountered in their progress, allowing them to navigate
through challenges. For older employees, their careers have typically been
established and they have developed a level of expertise in their field. Thus, their
needs and motivations for learning and development will be different (Colquitt et
al. 2000).

Hypothesis 2b: There is a positive relationship between learning and
development policies and intrinsic motivation, and this relationship is stronger for

younger individuals.

Autonomy. Empirical research on job design shows that intrinsic
motivation increases with the experience of meaning, responsibility and
knowledge, and that the sources of these experiences are jobs that require
variation in skills, and that provide a basis for task identity and task meaning, in

addition to job autonomy and feedback on work performed (Fried & Ferris, 1987;
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Hackman & Oldham, 1976; Johns, et al., 1992). Employees with great autonomy
have higher affective organizational commitment, higher internal motivation, and
they deliver better work performance (Kuvaas & Dysvik, 2020). Organizations
play an active role in embedding job autonomy within the organizational
environment, as job autonomy without proper supervision can result in goal
deviations (Lu et al., 2017). Lastly, research has shown that employees at different
levels in the organization have different attitudes and understanding about the
concept of job autonomy.

Employees in the early stages of their careers may have a lower level of
autonomy as they are still building their skills and knowledge in the organization.
They often rely on guidance and direction from supervisors or mentors. SOC
theory posits that the relevance and impact of autonomy increases with age
(Baltes, 1987). For example, older employees who have acquired a certain level of
expertise and an established career will have more autonomy in decision-making,
task selection, and work processes. In this “establishment” stage, the need for
autonomy is not only important for moving upwards and mastering their identified
area of interest, but to give older employees the necessary flexibility to perform
tasks according to their competence and experience, which in turn will increase

commitment and the feeling that the organization values their contribution.

Hypothesis 2c: There is a positive relationship between autonomy and

intrinsic motivation, and this relationship is stronger for older individuals.

Perceived Organizational Support. According to SST, individuals'
motivations and goals shift as they age, with younger individuals being more
focused on acquiring new skills, exploring opportunities, and investing in personal
growth (Carstensen et al,. 1999). When younger employees perceive their
organization as supportive, providing resources, feedback, and opportunities for
growth, it can have a positive impact on their intrinsic motivation. This
association can be described by the alignment between perceived organizational
support and the socioemotional goals of younger individuals. At a younger age,
individuals tend to have a broader time perspective and focus on future-oriented
goals. The perception of organizational support signals to them that their
organization values their development and growth, which enhances their intrinsic

motivation to engage in tasks and activities contributing to their personal and
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professional advancement (Eisenberger et al., 1986). For older employees, the
requirement for support is less in terms of basic skill development, but may seek
organizational support for growth opportunities, advancement, and adapting to

changing work environments (Meyers et al., 2020).

Hypothesis 2d: There is a positive relationship between perceived
organizational support and intrinsic motivation, and this relationship is stronger

for younger individuals.

Work-Family spillover. Most research on the balance between work-
family has focused on negative spillover, and found that job characteristics such
as organizational culture and support, and individual factors (i.e., gender, age,
personality traits) are all affecting employees' work-life balance. Organizations
that prioritize and support work-life initiatives experience the benefits of
increased employee engagement, reduced absenteeism, improved job satisfaction,
and higher retention rates. The authors also point out that it is important to
recognize that work-family spillover is a complex and individual experience,
influenced by various factors beyond age, such as gender, cultural norms, and
personal circumstances (Grzywacz & Marks, 2000).

Employees in the early stages of their careers may experience higher levels
of work-family spillover as they navigate the demands of establishing their
professional identities and managing personal commitments. Older employees
may face different work-family challenges compared to younger age groups. They
may have increased responsibilities both at work and in their personal lives, such
as caring for children or aging parents. According to SOC, younger employees
will manage their resources in terms of selection, such as selecting opportunities
for skill development and family integration, which can contribute to reducing
work-family conflicts for this age group. Optimization becomes more important as
employees seek to excel in their careers while maintaining a balance between
work and personal life. Older employees may experience different work-family
dynamics, such as transitioning into retirement or managing their own well-being
Baltes & Baltes, 1990).

Adams et al. (1996) found that individuals who reported higher levels of
work-life balance experienced greater intrinsic motivation in their work. Drawing

on the SST, avoiding negative work-life spillover is crucial for promoting intrinsic
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motivation among mature or older individuals. These individuals prioritize

emotional goals and seek experiences that foster well-being. Achieving a positive

work-life spillover allows individuals to allocate time and energy towards

activities that align with their emotional goals, leading to increased intrinsic

motivation. By attending to their personal lives, maintaining healthy relationships,

and engaging in meaningful non-work activities, individuals can experience

emotional gratification, which can positively influence their motivation and well-

being.

Hypothesis 2e: There is a negative relationship between work-family

spillover and intrinsic motivation, and this relationship is stronger for older

individuals.

2.4 Conceptual model
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3.0 Methodology

3.1 Sampling and procedure

To test our hypotheses, we designed a questionnaire through the online
survey platform Qualtrics. The questionnaire was formulated in English as our
research questions were not restricted to a specific national setting, and we aimed
to distribute the survey to many participants globally. By pretesting our
questionnaire, we were able to identify any issues with the wording of questions,
the response options, or the overall structure of the survey. We acquired five test
subjects from various backgrounds within our target demographic to pretest the
measuring items. The feedback we received from the pre-test participants was
positive, indicating that the questionnaire was understandable, not vague, and easy
to complete. It is important to note that the results from the pretest were not
included in the actual results, as it was only intended to gain feedback on the

questionnaire items.

Data was collected over a two months period. To ensure a diverse range of
participants, we distributed the survey on several online social media platforms
such as Facebook, Instagram, LinkedIn, and business forums. We aimed to gather
data from a variety of organizations and sectors, and therefore invited more
participants to complete the survey by using “Apollo” which allowed us to send
personal emails to employees in certain sectors or organizations. Participants were
informed that participation was voluntary, and that the project complied with
ethical standards for conducting research. Additionally, informed consent was
collected in the beginning of the survey where participants were required to read
information about the purpose of the study and how their data would be handled
(Crow, 2006). We also grouped demographic characteristics into broad categories

to prevent any possibility of identifying individuals.

3.2 Participants

In total, we received 383 responses to our survey, which was considered
adequate for our research purposes. Using a set of criteria, we removed any
responses with missing values or that did not complete the survey. This gave the

final number of 217 respondents. The gender distribution among participants was
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predominantly male (56.22%), and female (43.78%), with no respondents
identifying as "other" (see Appendix 1). Regarding age brackets, the majority of
participants fell within the range of 25 to 34 years old (N=72, 33.18%), followed
by the age group of 35 to 44 years (N=70, 32.26%). A smaller number of
respondents belonged to the age range of 45 to 54 years (N=25, 11.52%), 18 to 24
years (N=21, 9.68%), and 55 to 64 years (N=17, 7.83%). The group aged 65 years
and older constituted the smallest segment of respondents (N=12, 5.53%).

Furthermore, out of the total 217 participants, the majority were employed
in full-time positions (N=186, 85.71%), while the remaining respondents held
part-time positions (N=31, 14.29%). As our survey was not restricted to specific
job positions, our study included individuals with varying educational
backgrounds. A significant portion of participants held a master's degree or an
equivalent level of education (N=121, 55.76%). Those with a bachelor's degree or
three years of study comprised the next largest group (N=79, 36.41%), while a
smaller number of participants had educational levels below a bachelor's degree
(N=9, 4.15%) or higher than a master's degree (N=8, 3.69%).

The majority of respondents reported a service duration of 0-5 years
(N=84, 38.71%), followed by 11-15 years (N=52, 23.96%). A smaller proportion
of participants indicated service durations of 6-10 years (N=38, 17.51%), while a
minority had service durations exceeding 25 years (N=21, 9.68%), 16-20 years
(N=14, 6.45%), or 21-25 years (N=8, 3.69%). Regarding industry demographics,
the majority of respondents identified as employees in the private sector (N=176,
81.11%), followed by those in the public sector (N=33, 15.21%), while a smaller
percentage fell into the "others™ category (N=8, 3.69%).

3.3 Measures

To ensure the credibility of our measures, we only utilized previously
validated scales, which have been shown to be reliable and valid in previous
studies. Moreover, we ensured that all the included scales had a Cronbach’s Alpha
greater than 0.70. All the items were measured on a 5-point Likert-scale ranging
from 1 (strongly disagree) to 5 (strongly agree). Reserved items were scored and
coded inreverseto 1 =5,2=4,3=3,4 =2, and 5 =1. Only two items related to

organizational support were coded this way.
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3.3.1 Commitment-based HR practices

Incentive policies. This was measured by a four items scale based on prior
work of Collin and Smith (2006) on the study of measuring a commitment-based
approach to HR. Procedures used by Delery (1998) and by MacDuffie (1995)
were used in the theoretical development of these measures of commitment-based
HR practices from a set of commitment-based HR practices focused on training
and development, compensation, and selection practice items. Although the items
reflected three subdimensions of commitment-based HR practices, they found
support for a single commitment-based HR factor, which was labeled
“commitment-based HR practices” (Collin & Smith, 2006, p. 550). The four items
measuring incentive policies addressed organizational performance or collective-
based incentive plans, general salaries and stock purchase plans. One sample item
is “Employee bonuses or incentive plans are based primarily on the performance

of the organization”.

Training and development policies. This scale is based on the same work
of Collin and Smith (2006), and contains eight items addressing career-, social-
and personal development of employees in the organization. For example, “My
organization offers career development that enables employees to move across
different functions in the organization”, “My organization sponsors social events
for employees so that they can get to know each other better”, and “Feedback
systems (e.g., employee interviews) are mainly used with the aim of setting goals

for the employees’ personal development”.

Autonomy. Since the definition of autonomy often includes different
aspects in work settings, we used the scale developed by Morgeson and
Humphrey (2006) that measured three aspects of autonomy. Work scheduling
autonomy (o = 0.85) was measured by three items such as “The job allows me to
plan how I do the work”. Decision-making autonomy (a = 0.85) was also
measured by three items, and one sample item is “The job gives me a chance to
use my personal initiative or judgment in carrying out the work”. Lastly, work
methods autonomy (a = 0.88) included three items such as “The job allows me to

make decisions about what methods to use to complete my work”.
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Perceived organizational support. An eight items scale used by Rhoades
et al. (2001) measured the perceived organizational support in our study. Example
items include “My organization strongly considered my goals and values”. This
scale included two reversed items “If given the opportunity, my organization

would take advantage of me” and “My organization shows little concern for me”.

Work-Family spillover. Four distinct dimensions of work-family
spillover were measured by 16 items (4 for each dimension) used by Grzywacs
and Marks (2000) with a reliability score of 0.86. Negative spillover from work to
family included items such as “Your activities reduce the effort you can give
activities at home”. Positive spillover from work to family was assessed with
items such as “The things you do at work help you deal with personal and
practical issues at home”. Negative spillover from family to work was measured
with items like “Personal or family worries distract you when you are at work”.
Positive spillover from family to work included items such as “Providing for what

is needed at home makes you work harder at your job™.

3.3.2 Intrinsic motivation

A six items scale was used to measure intrinsic motivation based on
previous work used by Kuvaas (2006), and Kuvaas and Dysvik (2009). One
sample item in this scale includes “Sometimes | become so inspired by my job that
I almost forget everything else around me”. The Cronbach's alpha for each item
ranges from 0.72 to 0.88 (Kuvaas & Dysvik, 2009). We chose to measure intrinsic
motivation as the dependent variable due to its profound impact and relatedness to
other employee outcomes (i.e., job satisfaction, organizational commitment,
employee performance, and turnover-intentions) (Combs et al. 2006; Jiang et al.
2012; Guest, 2017).

3.3.3 Age

For this study, age is operationalized as the calendar age of the participants
in the sample. However, since we have chosen to use age brackets when collecting
the data on participant’s age, we are treating these as continuous variables. The
age brackets were coded as 1 (18-24), 2 (25-34), 3 (35-44), 4 (45-54), 5 (55-64),
and 6 (65+). This is also in line with the lifespan development perspective which

asserts that rather than place individuals into “generations” and labeling these
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different groups, age should be treated as a continuous variable throughout their
lifespan (Rudolph, et al., 2017).

3.3.4 Control variables

The six demographic variables collected in the study were age, gender,
education level, length of service in the organization, industry, and type of
employment. The demographic questions chosen were based on previous research
that included the same variables in studies on HR-practices and employee
outcomes (e.g., Kuvaas & Dysvik, 2009; Kuvaas, 2007; Kuvaas, 2008; Boon et
al., 2011). Further, the control variables were grouped into broad categories. For
example, age was grouped into approximately 10-year intervals, and length of

service in the organization was grouped into five-year intervals.

3.4 Statistical analysis

We used the statistical program IBM SPSS 29.0.0.0 to explain,
summarize, and evaluate the data collected in the questionnaire. Due to the
mismatch between the total number of items in the questionnaire and the final
number of respondents (N=217), we were not able to conduct a confirmatory
factor analysis for this data. However, each of the items in the questionnaire were
selected from previously researched and validated scales with a reliability score of
above 0.7.

First, we retrieved the descriptive statistics for our dataset in order to
obtain more comprehensive information, and utilized Pearson’s correlation
coefficient to check for correlation between all the variables in our study. Then,
we assessed measures of internal reliability by computing Cronbach’s alpha for
each of the variables. There is a general consensus to have Cronbach’s alpha
scores above .70 or .80, although lower scores can be seen as sufficient (Kline,
19909, as cited in Field, 2018, p. 823). Further, we tested for skewness in our data
by checking for homoscedasticity and normality, creating a scatter plot and P-P
normality plot of the regression analysis. The plots showed good results for both
homoscedasticity and normality (see Appendix 3). This means that there is an
equal or similar variances across all the values of the independent variables we

measured, and that it follows a normal distribution.
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We also made sure to retrieve the collinearity diagnostics from the
regression analysis to test for multicollinearity. The output showed that the VIF
values were below 10 (ranged between 1.048 and 2.593), and the collinearity
tolerance value scores were between 0.386 and 0.944, indicating no issues with
multicollinearity (Field, 2018).

We used a hierarchical moderated regression analysis to test for direct
(linear) and moderating (curvilinear) effects of age on the relationship between
facets of commitment-based HR practices and intrinsic motivation. The analysis is
performed in several steps, which tests several models in a hierarchical manner.
First, we test the linear model (direct effect) of the independent variables on the
dependent (model 1). Then, the moderating variables are entered in a subsequent
step to assess its impact on the relationship between the independent on the
dependent variable (model 2, 3 and 4). By using hierarchical moderated regression
analysis, we can gain insights into how the effects of an independent variable on
the dependent variable changes based on the presence or values of a moderating
variable. This helps explore the conditions under which the relationship is

strengthened, weakened, or altered.

4.0 Results

4.1 Descriptive statistics and correlations

The descriptive statistics, correlations and scale reliability is shown in
Table 1. The Cronbach’s alpha values are displayed in parentheses on the
diagonal, and based on these results we can see that most of our variables indicate
a high internal consistency (a = 0.86 for training and development policies, o =
0.93 for autonomy, o = 0. 82 for organizational support, o= 0.86 for work-family
spillover, and a = 0.88 for intrinsic motivation). The only exception was incentive
policies, which showed a value of a = 0.68. While the general consensus
regarding acceptable Cronbach’s alpha levels is 0.70, lower levels can also be
considered adequate. Thus, we decided to include this variable in the analysis as
we decided that the value was not substantially far from 0.70 and can therefore be
considered adequate in our analysis.

Table 1 also shows that the correlations between all the measured
independent variables were positive and significant with the intrinsic motivation,

our dependent variable. Incentive policies (f = 0.42), training and development
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policies (B = 0.55), autonomy (B = 0.65), and organizational support (f = 0.54)
showed a significance on the 1% level (p < 0.001), while work-family spillover (3
= 0.15, p < 0.02) showed a significance on the 5% level (p < 0.05). For the
independent variables, only incentive policies (f = 0.56, 0.29, 0.32, 0.27, 0.42, p <
0.001), and training and development policies (f = 0.37, 0.50, 0.21, 0.55, p <
0.001) showed positive and significant relationships with all the other facets on a
1% level. Autonomy showed no significant correlation with work-family spillover
(B =0.05), and work-family spillover showed a negative correlation with
organizational support (B = - 0.05). The negative correlation between work-family
spillover and organizational support might not be surprising, as it indicates that
when employees experience some degree of work-family spillover, they also
experience reduced support from their organization. Also, when employees have a
high degree of autonomy, they might not experience issues with work-family
spillover due to the nature of flexibility that comes with high degree of autonomy.
In other words, there is no significant linear relationship between the two
variables.

For the control variables, only age (B = 0.14, p <0.03) and type of
employment (= - 0.21, p < 0.002) were shown to have a significant impact on
the dependent variable. Gender, educational level, and industry, however, were

shown to have a negative correlation with intrinsic motivation (see Table 1).
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Table 1. Descriptive statistics, correlations, and scale reliabilities.

Variable Mean | SD |1 2 3 4 5 6 7 8 9 10 11 12
(1) Age 291 | 128 |
(2) Gender 156 | | 0.17* _
(3) Education level 259 | 0.63 | 0.001 -0.07
(4) Length of service |2.48 | 1.59 | 0.72** 0.27** 0.008
(5) Industry 1.23 | 0.50 | 0.24** 0.13*  -0.16% 0.17**
(6) Typeof 1.14 | 0.35 | -0.32%% 0.04 0.03 -0.26**  0.07
employment
(7)  Incentive policies | 3.19 | 0.79 | -0.05 0.06 0.02 0.06 0.05 -0.11 (0.68)
(8)  Training and 354 (073 |0.03 0.02 -0.04 0.06 0.03 -0.10 0.56** (0.86)
development
(9)  Autonomy 373 [ 0.80 | 0.12 -0.01  -0.04 -0.04 -0.02  -0.13*  0.29** 0.37** (0.93)
(10) Organizational 3.50 | 0.68 [ -0.04 -0.10  -0.06 -0.12 -0.03  -0.03 0.32**  0.50** 0.51** (0.82)
support
(11) Work-family 321 (059 |0.04 -0.11  -0.03 0.11 0.04 -0.17*  0.27** 0.21** 0.05 -0.05  (0.86)
spillover
(12) Intrinsic 3.66 |0.78 | 0.14* -0.03  -0.05 0.07 -0.06  -0.21** 0.42** 0.55%* 0.65%* 0.54** (0.15*% (0.88)
motivation

Note: N =217. Cronbach’s alpha values are displayed in parentheses on the diagonal.
* p is significant at the 0.05 level
** p is significant at the 0.01 level|
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4.2 Hierarchical Moderated regression analysis

The first step of the hierarchical moderated analysis tested the linear
relationships between the facets of commitment-based HR practices with intrinsic
motivation (see Table 2). Here, we also included all the control variables,
however, only age and length of service in the organization were shown to have
positive correlation with intrinsic motivation, although the correlations were
substantially weak and showed no significance ( = 0.05 for both age and length
of service in the organization). For the other control variables, the results showed
negative correlations with intrinsic motivation. This model also showed that
training and development policies (f = 0.22, p <0.001), and autonomy (p = 0.43,
p < 0.001), were significant at the 1% level, while organizational support (r =
0.18, p < 0.002) were significant at the 5% level. The effect size (R2) was reported
to be 0.591, which indicates that 59% of the linear relationships between the
facets of commitment-based HR practices and intrinsic motivation can be
explained by this model. Additionally, the model had an F-value of 26.87, which
was significant at the 1% level. This indicates that the model is valid and can be
used to predict intrinsic motivation to a certain degree.

The second step in the hierarchical moderated regression analysis included
the moderator variable in testing the relationship between the independent
variables and the dependent variable. To test the moderator effect, however, we
first needed to create the interaction term for each of the independent variables.
This was done by multiplying the mean-value of the independent variable with the
moderating variable to create the interaction term (i.e., incentive policies x age).
This gave us five interaction terms, one for each of the independent variables: Intl
(incentive policies x age), Int2 (training and development policies x age), Int3
(autonomy x age), Int4 (organizational support x age), and Int5 (work-family
spillover x age). When we introduced all of the interaction terms in the regression
analysis, we found that only autonomy (8 = 0.37, p < 0.009), and organizational
support (B = 0.29, p < 0.36) were significant. The model also reported an Rz score
of 0.594, which indicates an R>-change of 0.003. Lastly, the F-value for this model
was 18.291 and significant at the 1% level. Based on these values, the model can
be seen as valid and able to predict intrinsic motivation to a certain degree.

However, this model showed extreme VIF-values ranging from 1.096 to 114.315.
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When we analyze each interaction (moderator) effect by itself, we have no issues
with collinearity. However, when we analyze them together, we get a worse
model. This is often the case when we introduce interaction effects in the linear
regression model, due to the fact that linear terms may be highly correlated with

the interaction terms.

4.2.1 Additional analyses

In addition to the above hypothesis-testing procedures, two additional
analyses were conducted to supplement our findings. First, we performed a
backward elimination method which involves gradually eliminating variables
from the full regression model to find a reduced model that better fits, or explains
the data (see Step 3 in Table 2). We started with eliminating Int2 (VIF = 76.708),
then Int5 (VIF = 58.576), and Int3 (VIF = 48.902), and lastly Int4 (VIF = 35.292).
After the gradual elimination, we were left with model 3 showing that Intl has a
significant impact on training and development policies (B = 0.22, p <0.001),
autonomy ( = 0.43, p <0.001), and organizational support (B =0.18 p <0.002),
and that age moderates the relationship between incentives and intrinsic
motivation (see Table 2). However, Intl is negatively correlated with the
dependent variable, intrinsic motivation (B = - 0.13). The R was reported to be
0.591, which indicates a zero percent R:-change from that of the linear model
(model 1). This model also showed an F-value of 24.588, which was significant at
the 1% level.

Second, we also tested each interaction effect individually to see if we
could find similar results with other facets. As mentioned previously, when we
analyze each interaction effect by itself, we have found no issues with collinearity.
From this analysis (see Step 4 in Table 2) we found that Int5 had the same impact
on training and development policies (f = 0.22, p <0.001), autonomy (B = 0.43, p
< 0.001), and organizational support (f = 0.18, p <0.002) as Intl. However, Int5
was also shown to correlate negatively with intrinsic motivation ( = - 0.28). This
model showed an R: of 0.592, which indicates a 0.001 R:-change from the linear
model. It also showed a F-value of 24.662, which was significant at the 1% level.

In sum, we found similar R values for all of the models (highest reported
R--change was 4% from model 1 to model 2) and they were all shown to be
significant at the 1% level. However, model 2 showed less correlation and

significance with the independent variables. Thus, we concluded that this model
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would be the least suitable for predicting and explaining the relationship between
facets of commitment-based HR practices and intrinsic motivation. Although the
model was significant at the 1% level and the R= was higher than the other models,
we found that this is often the case when you introduce multiple interaction effects
in the linear regression model, due to the fact that linear terms are highly
correlated with the interaction terms. Therefore, there is no evidence to support

this model based on logical reasoning and previous theory.
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Table 2: Regression results testing the direct and moderation models.

Model and variable Intrinsic motivation

Step 1 Step 2 Step 3 Step 4
Age 0.05 0.43 0.16 0.31
Gender -0.03 -0.02 -0.02 -0.03
Education level -0.02 -0.03 -0.02 -0.02
Length of service 0.05 0.05 0.05 0.05
Industry -0.07 -0.08 -0.07 -0.07
Type of employment -0.06 -0.07 -0.06 -0.06
Incentive policies 0.09 0.12 0.15 0.09
Training and development policies 0.22%** 0.20 0.22%%* 0.22%**
Autonomy 0.43%%* 0.37** 0.43%%* 0.43%%%
Organizational support 0.18** 0.29* 0.18** 0.18**
Work-Family spillover 0.05 0.14 0.05 0.15
Incentive policies x age (/ntl) -0.05 -0.13
Training and development policies x age (/nt2) 0.05
Autonomy x age (/nt3) 0.11
Organizational support x age (/nt4) -0.26
Work-Family spillover x age (/nt3) -0.25 -0.28
AR? 0.003 0.000 0.001
R? 0.591 0.594 0.591 0.592
F 26.878*** 18.29]*** 24 588*** 24.662%**

(m]

Note: N = 217. Standardized coefficients (3) are shown. * p is significant at the 0.05 level, ** p is significant at the 0.01 level, *** p is significant at the 0.001 level.

Dependent variable = Intrinsic motivation.
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5.0 Discussion

The overall aim of this study was to examine the relationship between
facets of commitment-based HR practices and intrinsic motivation, and the
moderating role of age in these relationships. We presented two main conflicting
hypotheses, drawing on the vast literature supporting the universal impact of
commitment-based HR practices for Hypothesis 1, and other research that found
support for differences in individual traits for Hypothesis 2. In line with the
existing body of knowledge on commitment-based HR practices and employee
outcomes, our findings found support for Hypothesis 1 on the universal benefits
of these practices regardless of age differences. The findings also showed support
for the sub-hypothesis 1a, 1b, 1c, and 1d where each of these facets revealed a
positive relationship with intrinsic motivation. This contradicts the idea that the
effectiveness of commitment-based HR practices varies depending on where
individuals are in their lifespan. For hypothesis 1e, we also found a positive
relationship between work-family spillover and intrinsic motivation. This is
contrary to our initial expectations as we hypothesized a negative relationship
between these variables.

Although we also found correlations for hypothesis 2b, 2¢, and 2e, these
correlations were substantially weak and showed no significance to further
support these. Finally, our findings also showed that age moderated the
relationship between incentive policies and intrinsic motivation, as well as work-
family spillover and intrinsic motivation. However, these results showed the same
values as the universal model. Overall, these findings can have important
implications for the research on commitment-based HR and employee outcomes,

which will be discussed below.
5.1 Theoretical implications

There are several implications that can be drawn from our study. First, our
findings are consistent with results from previous research. This strengthens the
argument that there exists a significant and positive relationship between
commitment-based HR practices and employee outcomes, and that the impact is
generally stronger for linear relationships than moderating relationships,
especially in the case of intrinsic motivation. As such, commitment-based HR
practices that are implemented as a collective, internally consistent system will

have a more beneficial impact on employee outcomes than a fragmented approach
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(Kuvaas & Dysvik, 2020; Collin & Smith, 2006; Arthur, 1994; Combs et al.,
2006). Thus, organizations regardless of sector and industry should view
commitment-based HR practices as designed to work together in an integrated
manner. For example, training and development policies can align with career
development programs, incentive policies can support employee involvement and
participation and positive work-family spillover can enhance employee intrinsic
motivation. When implemented as a whole system, these practices can reinforce
and complement each other, creating a synergistic effect. It can also ensure
comprehensive coverage of various aspects of employee outcomes and
performance.

Second, contrary to our initial expectations and the theoretical framework
we employed, we found no support for a significant moderating role of age in the
relationship between commitment-based HR practices and intrinsic motivation.
This is surprising, as the lifespan perspective in line with SOC theory and SST
highlights the individual differences in management of resources and goal
attainment based on where individuals are in their lifespan (Baltes & Baltes, 1990;
Lang & Carstensen, 2002). Previous findings by Kooij et al. (2010) showed that
calendar age had a significant moderating effect on almost 42 percent of the
associations investigated between the high commitment-based HR practices and
work-related attitudes. However, this study investigated affective commitment as
an employee outcome, while our study examined these relationships in relation to
intrinsic motivation. Young individuals in the early stage of their careers may not
experience the degree of affective commitment as older employees who have been
in the organization for a long time and could therefore have a moderating effect
on the relationship between commitment-based HR practices and affective
commitment. In contrast, both young and older employees can experience the
same level of intrinsic motivation towards their job as long as the conditions are
right for it (Sirota et al., 2005; Kuvaas & Dysvik, 2020). Thus, age may not have a
significant moderating effect on this relationship.

According to our findings for each of the facets, we see that incentive
policies have a positive linear correlation with intrinsic motivation for all of the
models. However, none of these relationships were significant, which further
supports the notion that employees consistently report that intrinsic motives are
more important than extrinsic motives across a variety of cultures and industries

(e.g., Sheldon et al. 2001). The moderated relationship showed negative
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correlations with incentive policies and age for intrinsic motivation, contradicting
hypothesis 2a. One potential explanation for the unexpected results could be the
specific context in which our study was conducted. It is possible that the
participants in our sample, regardless of their age, did not perceive the incentive
policies provided by their respective organizations as truly impactful or
meaningful in enhancing their intrinsic motivation. According to SOC theory,
incentives can serve as powerful motivators by influencing choices, efforts and
behaviors of individuals (Baltes & Baltes, 1990). Especially for younger
individuals who focus on selection of different opportunities and roles that align
with their identity towards the organization. One can assume that this would
extend to incentive policies in the organization, however, other research has
shown that external incentives have a tendency to reduce participants intrinsic
motivation in tasks that are themselves intrinsic motivating for young individuals
(e.g., Deci et al., 1999). This could be one reason for the lack of support for
hypothesis 2a.

For training and development policies, our findings showed positive
correlations with intrinsic motivation across all models. However, the correlation
for the moderating effect of age was significantly smaller than the linear
relationships. This is interesting, as SOC theory and SST posits that younger
individuals often prioritize learning and development as they seek to acquire new
skills, build a foundation of knowledge, and explore different career paths than
older employees (Colquitt et al. 2000). It could be that in the contemporary
business environment, employees regardless of age recognize the need for and
importance of continuous training and development in order to become or remain
a skilled worker for the organization.

For autonomy, our findings also showed positive and significant
correlations with intrinsic motivation across all models, and that the moderating
effect of age was significantly smaller than the linear relationships. As mentioned
previously, employees with great autonomy have higher affective organizational
commitment, higher internal motivation, and they deliver better work performance
(Kuvaas & Dysvik, 2020). However, it is common that older employees have a
higher degree of autonomy due to their experience and demonstrated competence
than younger employees who are in the early stages of their careers. This weak
correlation may be due to a number of factors. For instance, empirical research on

job design shows that intrinsic motivation increases with the experience of
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meaning, responsibility, and knowledge, and that the sources of these experiences
are jobs that require variation in skills, and that provide a basis for task identity
and task meaning, in addition to job autonomy and feedback on work performed
(Fried & Ferris, 1987; Hackman & Oldham, 1976; Johns, Xie & Fang, 1992).
Thus, it seems that employees' level of intrinsic motivation in relation to
autonomy may be connected to the experience of meaning and responsibility
towards their job, and this is regardless of age.

For organizational support, our findings showed positive and significant
correlations across all models for the linear relationships. The moderated
relationship showed negative correlations with organizational support and age for
intrinsic motivation, contradicting hypothesis 2d. This indicates that an increase in
organizational support may lead to a decrease in employees’ intrinsic motivation
when employees age is considered. Based on research from Meyer et al. (2020), it
could be that older employees who typically have more experience and expertise,
may already possess high levels of intrinsic motivation from their mastery of
skills and enjoyment that derive from their work. As such, excessive
organizational support might be perceived as unnecessary or intrusive, leading to
a negative relationship with intrinsic motivation. Another factor can be individual
preferences, as each employee can have unique preferences and needs when it
comes to organizational support.

For work-family spillover, we found positive correlations across all
models for the linear relationships. However, none of these correlations were
shown to be statistically significant. This is perhaps one of the most surprising
findings in our study and contradicts hypothesis 1e stating a negative relationship
between work-family spillover and intrinsic motivation. A positive correlation
could indicate a positive work-family spillover, as argued by Grzywacs and Marks
(2000) where an increased positive work-family spillover can lead to an increase
in intrinsic motivation for employees regardless of age. For instance, when work-
family spillover occurs, it can reinforce the perception that their work is important
and valuable, leading to increased intrinsic motivation. However, when we look at
the moderated relationship, we see a negative correlation for work-family
spillover and age on intrinsic motivation. This indicates that an increase in work-
family spillover may lead to a decrease in employees’ intrinsic motivation when
employees age is considered. With age often comes added family and caregiving

responsibilities, which can increase their personal workload and create role
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conflicts. The additional stress and strain associated with managing multiple
responsibilities can reduce intrinsic motivation towards work.

Lastly, the moderation of age on the relationship between incentive
policies and intrinsic motivation and work-family spillover and intrinsic
motivation showed the same values as the universal model. This indicates that
there could be some aspects regarding age that moderates this relationship, and we
cannot with certainty state that the observed effect did not occur because of
random errors or other confounding variables. Looking at the number of
participants who did not complete our survey (166 participants opted out), one
reason that we did not find similar results to previous research based on SOC
theory and SST could be that our survey was too long or that participants did not
respond correctly. As we included many facets of commitment-based HR
practices, each measured with scales that included several items (49 items in
total), could potentially have been perceived as too strenuous for our participants.
Moreover, it is worth considering the possibility of a "ceiling effect” in our study.
It is conceivable that the participants already possessed high levels of intrinsic
motivation, irrespective of the presence or absence of incentive policies or work-
family spillover. In such a scenario, any potential influence of these factors on
intrinsic motivation might have been overshadowed by the already high baseline

levels of motivation among the participants.

5.2 Practical implications

From a practical perspective, it can be encouraging that age does not seem
to have a moderating role in the relationship between commitment-based HR
practices and intrinsic motivation. The findings highlight the importance of
treating the facets of commitment-based HR as an integrated and collective
system in organizational practices (Kuvaas & Dysvik, 2020). For leaders and HR
managers, this suggests that an internally consistent system is more appropriate
and will lead to better outcomes than if the specific practices were tailored to fit
where employees are in their lifespan. This can be cost-efficient and reduce
resources needed by the organization to maintain these practices long-term. As
such, organizations should be aware of the importance of implementing

commitment-based HR practices and the positive employee outcomes associated
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with these practices, especially since employees are an essential source of
competitive advantage in today’s business environment (Ferris et al. 1999).

The findings emphasize the need for organizations to incorporate the
consistent and equal application of commitment-based HR practices across
different employee age groups. By eliminating age-related biases and ensuring
equal access to these practices, organizations can create an inclusive and
supportive work environment. For instance, organizations should introduce
policies and initiatives that promote work-life balance, flexible work
arrangements, and support employees in managing their work and personal
responsibilities effectively, in order to reduce work-family spillover and enhance
intrinsic motivation among employees, regardless of their age or career stage.
Organizations should also be aware of other conditions that can reduce or enhance
employees' intrinsic motivation other than commitment-based HR practices. This
can be achieved through actions such as demonstrating care and understanding,
providing resources and assistance beyond work-related matters, and offering
opportunities for personal and professional growth. Lastly, while individual
characteristics may affect the association between employee’s perception of these
practices and work-related attitudes at the individual level (e.g., Kooij et al.,
2010), the overall findings show that there is a significant and positive
relationship between commitment-based HR practices and intrinsic motivation

regardless of age.

5.3 Strength, limitations, and future research

One of the main strengths in this study is the high internal consistency
reliability and previously validated items and scales used in our survey. This
reduces the potential of common method bias (Doty & Glick, 1998). By using
“Apollo” to contact participants, we were able to target more employees in
organizations with established HR practices. Additionally, we reached out to our
personal network and utilized open platforms such as Linkedin to make sure our
sample included a more diverse range of participants from various industries,
organizational sizes, and cultural backgrounds. This increases the external validity
and generalizability of our results. It is important to note that the use of online
platforms for data collection has become increasingly common in recent years due

to the ease of use and accessibility. However, it is also essential to consider
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potential biases that may arise from self-selection and non-response, which can
affect the generalizability of the findings (Dillman et al., 2014). To minimize such
biases, we ensured that our survey was distributed widely and not limited to any
particular group or sector, and we encouraged participation from a diverse range
of individuals. This approach aimed to enhance the representativeness of our
sample.

Our sample size was 217 respondents, which is considered a decent size
for our study (Field, 2018). Lastly, by conducting a moderation analysis, we were
able to compare the effect of our moderating variable against the direct effects of
commitment-based HR practices. According to Hayes (2017), moderation analysis
is useful in understanding the conditions for which variable most accurately
predicts a result. The value of this analysis is further supported by Hall and
Rosenthal (1991), who contend that moderation studies are the core of all
scientific research.

To capture the dynamic nature of commitment-based HR practices and
their impact over time, future research could adopt longitudinal design or conduct
two surveys at different points in time. Since our study only collected data at a
single point in time, this can be considered a limitation as more measures on
various points in time could enhance the understanding of changes in the
population (Kuvaas & Dysvik, 2011). While our study employed quantitative
methods, future research could incorporate qualitative approaches, such as
interviews or focus groups, to gain in-depth insights into employees' experiences
and perceptions of commitment-based HR practices across different stages of their
lifespan. Qualitative research would offer a more holistic understanding of the
subjective experiences and nuances associated with these practices. Another
limitation lies in the operationalization and measurement of commitment-based
HR practices and intrinsic motivation. Employing multiple methods and data
sources, such as objective performance measures or supervisor ratings, alongside
self-report measures would enhance the validity of the findings.

The use of Likert-scales and age-brackets can also be considered a
limitation in this study. Future research should measure the true age of
participants instead of letting participants choose age brackets and use scale items
in order to conduct a Relative Importance analysis on the variable level. This
approach would provide insights into the specific commitment-based HR practices

that have the greatest impact on employee outcomes across different age groups
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and stages of the lifespan. Conducting such analysis would help identify the key
drivers of positive employee outcomes, enabling organizations to optimize their
HR strategies and develop evidence-based practices that align with employees
needs and preferences throughout their careers (Tonidandel & LeBreton, 2011).
Furthermore, future studies can investigate other facets of commitment-
based HR than we presented in this study, such as performance appraisals,
feedback, rewards, and recognition can be further investigated. One limitation
with our chosen facets is related to work-family spillover, as this facet might not
be considered a commitment-based HR practice in itself, but rather a measure
related to employee outcomes, indicating that policies aimed at reducing work-
family spillover can have positive employee outcomes (Batt & Valcour, 2003).
Lastly, while our study examined age as a moderator, other variables and
factors may interact with commitment-based HR practices and influence
employee outcomes. Future research could explore additional moderators, such as
job position, tenure, gender, or individual personalities to gain a more
comprehensive understanding of the complexities surrounding the relationship

between commitment-based HR practices and employee outcomes.

Page 37



Reference list

Adams, Gary & King, Lynda & King, Daniel. (1996). Relationships of Job and Family
Involvement, Family Social Support, and Work-Family Conflict With Job and
Life Satisfaction. Journal of Applied Psychology, 81, 411-420. 10.1037//0021-
9010.81.4.411.

Arthur, J. B. (1994). Effects of human resource systems on manufacturing performance
and turnover. Academy of Management journal, 37(3), 670-687.

Barnes-Farrell, J. L., & Matthews, R. (2007). Age and work attitudes. Aging and work in
the 21st century, 139-162.

Baltes, P. B. (1987). Theoretical propositions of life-span developmental psychology: On
the dynamics between growth and decline. Developmental psychology, 23(5), 611.

Baltes, P. B., & Baltes, M. M. (1990). Psychological perspectives on successful aging:
The model of selective optimization with compensation. Successful aging:
Perspectives from the behavioral sciences, 1(1), 1-34.

Baltes, M. M., & Carstensen, L. L. (1996). The process of successful ageing. Ageing &
Society, 16(4), 397-422.

Baltes, P. B. (1997). On the incomplete architecture of human ontogeny: Selection,
optimization, and compensation as foundation of developmental theory. American
psychologist, 52(4), 366.

Baltes, B. B., Briggs, T. E., Huff, J. W., Wright, J. A., & Neuman, G. A. (1999). Flexible
and compressed workweek schedules: A meta-analysis of their effects on work-
related criteria. Journal of applied psychology, 84(4), 496.

Batt, R. and Valcour, P.M. (2003), Human Resources Practices as Predictors of Work-
Family Outcomes and Employee Turnover. Industrial Relations: A Journal of
Economy and Society, 42: 189-220. https://doi.org/10.1111/1468-232X.00287

Boon, C., Den Hartog, D., Boselie, P. & Paauwe, J. (2011). The relationship between
perceptions of HR practices and employee outcomes: Examining the role of
person-organisation and person-job fit. International Journal of Human Resource
Management, 22, 138-162. 10.1080/09585192.2011.538978.

Brandtstéadter, J., Rothermund, K., & Schmitz, U. (1998). Maintaining self-integrity and
efficacy through adulthood and later life: The adaptive functions of assimilative
persistence and accommodative flexibility. Cambridge University Press.

Bruner, J. S. (1966). Toward a Theory of Instruction. Cambridge: Harvard University
Press.

Blau, P. M. (1964). Justice in social exchange. Sociological inquiry, 34(2), 193-206.

Boselie, P., Dietz, G., & Boon, C. (2005). Commonalities and contradictions in HRM and
performance research. Human resource management journal, 15(3), 67-94.

Carstensen, L. L., Isaacowitz, D. M., & Charles, S. T. (1999). Taking time seriously: A
theory of socioemotional selectivity. American psychologist, 54(3), 165.

Page 38


https://doi.org/10.1111/1468-232X.00287

Colquitt, J. A., Lepine, J. A. & Noe, R. A. (2000). Towards an integrative theory of
training motivation: A meta-analytic path analysis of 20 years of research. Journal
of applied psychology, 85(5), 678-707.

Combs, J., Liu, Y., Hall, A., & Ketchen, D. (2006). How much do high-performance
work practices matter? A meta-analysis of their effects on organizational
performance. Personnel psychology, 59(3), 501-528.

Conway, M.A. and Holmes, A. (2004), Psychosocial Stages and the Accessibility of
Autobiographical Memories Across the Life Cycle. Journal of Personality, 72:
461-480. https://doi.org/10.1111/j.0022-3506.2004.00269.x

Collins, C. J., & Smith, K. G. (2006). Knowledge exchange and combination: The role of
human resource practices in the performance of high-technology firms. Academy
of management journal, 49(3), 544-560.

Crow, G., Wiles, R., Heath, S. & Charles, V. (2006). Research Ethics and Data Quality:
The Implications of Informed Consent. International Journal of Social Research
Methodology, 9, 83-95. 10.1080/13645570600595231.

Datta, D. K., Guthrie, J. P., & Wright, P. M. (2005). Human resource management and
labor productivity: does industry matter? Academy of management Journal, 48(1),
135-145.

Deci, E. L., & Deci, E. L. (1975). The intrinsic motivation of behavior. Intrinsic
motivation, 93-125.

Deci, E. L., & Ryan, R. M. (1985). The general causality orientations scale: Self-
determination in personality. Journal of research in personality, 19(2), 109-134.

Deci, E. L., Koestner, R., & Ryan, R. M. (1999). The undermining effect is a reality after
all—Extrinsic rewards, task interest, and self-determination: Reply to Eisenberger,
Pierce, and Cameron (1999) and Lepper, Henderlong, and Gingras (1999).

Delery, J. E., & Doty, D. H. (1996). Modes of theorizing in strategic human resource
management: Tests of universalistic, contingency, and configurational
performance predictions. Academy of management Journal, 39(4), 802-835.

Delery, J. E. (1998). Issues of fit in strategic human resource management: Implications
for research. Human Resource Management Review, 8(3), 289-309.
https://doi.org/10.1016/S1053-4822(98)90006-7

Dillman D. A., Smyth J. D., & Christian L. M. (2014) Internet, phone, mail, and mixed-
mode surveys: The tailored design method. Hoboken, NJ: John Wiley & Sons,
Inc.

Dirks, K. T., & Ferrin, D. L. (2002). Trust in leadership: Meta-analytic findings and
implications for research and practice. Journal of Applied Psychology, 87(4), 611
628. https://doi.org/10.1037/0021-9010.87.4.611

Doty, D. H., & Glick, W. H. (1998). Common methods bias: Does common methods
variance really bias results? Organizational Research Methods, 1(4), 374-406.
https://doi.org/10.1177/109442819814002

Edgar, F., & Geare, A. (2005). HRM practice and employee attitudes: different
measures—different results. Personnel review.

Page 39


https://doi.org/10.1111/j.0022-3506.2004.00269.x
https://psycnet.apa.org/doi/10.1016/S1053-4822(98)90006-7
https://psycnet.apa.org/doi/10.1037/0021-9010.87.4.611
https://psycnet.apa.org/doi/10.1177/109442819814002

Eisenberger, R., Huntington, R., Hutchison, S., & Sowa, D. (1986). Perceived
organizational support. Journal of Applied Psychology, 71(3), 500-507.
https://doi.org/10.1037/0021-9010.71.3.500

Elsharnouby, T. H., & Elbanna, S. (2021). Change or perish: Examining the role of
human capital and dynamic marketing capabilities in the hospitality sector.
Tourism Management, 82, 104184.

Espinoza, C., & Ukleja, M. (2016). Managing the millennials: Discover the core
competencies for managing today's workforce. John Wiley & Sons.

Ferris, G. R., Hochwarter, W. A., Buckley, M. R., Harrell-Cook, G., & Frink, D. D.
(1999). Human resources management: Some new directions. Journal of
management, 25(3), 385-415.

Field, A. (2018). Discovering statistics using IBM SPSS Statistics (5th ed.). Los Angeles:
SAGE.

Fitch, P., & Van Brunt, B. (2016). A guide to leadership and management in higher
education: Managing across the generations. Routledge.

Finegold, D., Mohrman, S., & Spreitzer, G. M. (2002). Age effects on the predictors of
technical workers' commitment and willingness to turnover. Journal of
Organizational Behavior: The International Journal of Industrial, Occupational
and Organizational Psychology and Behavior, 23(5), 655-674.

Freund, A. M. (2006). Age-differential motivational consequences of optimization versus
compensation focus in younger and older adults. Psychology and aging, 21(2),
240.

Fried, Y. & Ferris, G. R. (1987). The validity of the job characteristics model: A review
and a meta-analysis. Personnel psychology, 40, 287-322.

Gagné, M. & Deci, E. L. (2005). Self-determination theory and work motivation. Journal
of organizational behavior, 26(4), 331-362.

Gonzalez-Roma, V., Fortes-Ferreira, L., & Peiro, J. M. (2009). Team climate, climate
strength and team performance. A longitudinal study. Journal of occupational and
organizational psychology, 82(3), 511-536.

Gouldner, A. W. (1960). The norm of reciprocity: A preliminary statement. American
sociological review, 161-178

Grzywacz, J. G., & Marks, N. F. (2000). Reconceptualizing the work—family interface:
An ecological perspective on the correlates of positive and negative spillover
between work and family. Journal of Occupational Health Psychology, 5(1), 111—
126. https://doi.org/10.1037/1076-8998.5.1.111

Guest, D. E. (2004). The Psychology of the Employment Relationship: An Analysis
Based on the Psychological Contract. Applied Psychology, 53(4), 541-555.

Guest, D. E. (2001). Human resource management: when research confronts theory.
International Journal of Human Resource Management, 12(7), 1092-1106.

Page 40


https://psycnet.apa.org/doi/10.1037/0021-9010.71.3.500
https://psycnet.apa.org/doi/10.1037/1076-8998.5.1.111

Guest, D. E. (2017) Human resource management and employee well-being: towards a
new analytic framework. Human Resource Management Journal, 27: 22— 38. doi:
10.1111/1748-8583.12139.

Guest, D., & King, Z. (2004). Power, innovation and problem-solving: the personnel
managers’ three steps to heaven? Journal of management studies, 41(3), 401-423.

Guthrie, J. P. (2001). High-involvement work practices, turnover, and productivity:
Evidence from New Zealand. Academy of management Journal, 44(1), 180-190.

Hackman, J. R., & Oldham, G. R. (1976). Motivation through the design of work: Test of
a theory. Organizational Behavior & Human Performance, 16(2), 250-279.
https://doi.org/10.1016/0030-5073(76)90016-7

Hayes, A.F. (2017) Introduction to Mediation, Moderation, and Conditional Process
Analysis: A Regression-Based Approach. Guilford Press, New York.

Huselid, M. A. (1995). The impact of human resource management practices on turnover,
productivity, and corporate financial performance. Academy of management
journal, 38(3), 635-672.

Jiang, K. F., Lepak, D. P., Hu, J., & Baer, J. C. (2012). How does human resource
management influence organizational outcomes? A meta-analytic investigation of
mediating mechanisms. Academy of Management Journal, 55(6), 1264-1294.

Johns, G., Xie, J. L., & Fang, Y. (1992). Mediating and moderating effects in job design.
Journal of Management, 18(4), 657-676.
https://doi.org/10.1177/014920639201800404

Jonge, J.D. (1995). Job autonomy, well-being, and health: a study among Dutch health
care workers.

Kanfer, R., & Ackerman, P. L. (2004). Aging, adult development, and work motivation.
Academy of management review, 29(3), 440-458.

Kehinde, J. (2012). Talent Management: Effect on Organization Performances. Journal of
Management Research, 4.

Khilji, S. E., & Wang, X. (2006). ‘Intended’ and ‘implemented’HRM: the missing
linchpin in strategic human resource management research. The International
Journal of Human Resource Management, 17(7), 1171-1189.

Kim, T. Y., Cable, D. M., & Kim, S. P. (2005). Socialization Tactics, Employee
Proactivity, and Person—Organization Fit. Journal of Applied Psychology, 90(2),
232-241.

Kooij, S. J., Bejerot, S., Blackwell, A., Caci, H., Casas-Brugué, M., Carpentier, P. J., ... &
Asherson, P. (2010). European consensus statement on diagnosis and treatment of
adult ADHD: The European Network Adult ADHD. BMC psychiatry, 10, 1-24.

Kraiger, K. & Ford, J. K. (2007). The expanding role of workplace training: themes and
trends influencing training research and practice. In L. L. Koppes (red.).
Historical perspectives in industrial and organizational psychology (281-309).
Mahwah, NJ: Lawrence Erlbaum Associates.

Page 41


https://doi.org/10.1111/1748-8583.12139
https://psycnet.apa.org/doi/10.1016/0030-5073(76)90016-7
https://psycnet.apa.org/doi/10.1177/014920639201800404

Kuvaas, B. (2008). An exploration of how the employee—organization relationship affects
the linkage between perception of developmental human resource practices and
employee outcomes. Journal of Management studies, 45(1), 1-25.

Kuvaas, B. (2007). Different relationships between perceptions of developmental
performance appraisal and work performance. Personnel Review, 36(3), 378-397.
https://doi.org/10.1108/00483480710731338

Kuvaas, B. (2006). Work performance, affective commitment, and work motivation: The
roles of pay administration and pay level. Journal of Organizational Behavior,
27(3), 365-385. https://doi.org/10.1002/job.377

Kuvaas, B., & Dysvik, A. (2020). Lennsomhet gjennom menneskelige ressurser. (4th ed.).
Fagbokforlaget.

Dysvik, A., & Kuvaas, B. (2011). Intrinsic motivation as a moderator on the relationship
between perceived job autonomy and work performance. European Journal of
Work and Organizational Psychology, 20(3), 367—387.
https://doi.org/10.1080/13594321003590630

Kuvaas, B., & Dysvik, A. 2009. Perceived investment in employee development, intrinsic
motivation and work performance. Human Resource Management Journal, 19(3):
217-236.

Labouvie-Vief, G. (1982). Dynamic development and mature autonomy. Human
Development, 25(3), 161-191002E

Lang, F. R., & Carstensen, L. L. (2002). Time counts: Future time perspective, goals, and
social relationships. Psychology and Aging, 17(1), 125-139.
https://doi.org/10.1037/0882-7974.17.1.125

Lawler, E. E. I. (1994). Performance management: The next generation. Compensation
and Benefits Review, 26, 16-109.

Lu, J. G., Brockner, J., Vardi, Y., & Weitz, E. (2017). The dark side of experiencing job
autonomy: Unethical behavior. Journal of Experimental Social Psychology, 73,
222-234. https://doi.org/10.1016/j.jesp.2017.05.007

MacDuffie, John. (1995). Human Resource Bundles and Manufacturing Performance:
Organizational Logic and Flexible Production Systems in the World Auto
Industry. ILR Review. 48. 10.2307/2524483.

Meyer, J. P., & Allen, N. J. (2004). TCM Employee Commitment Survey Academic
Users Guide. The University of Western Ontario, London, Canada.

Meyer, J. P., & Allen, N. J. (1991). A three-component conceptualization of
organizational commitment. Human resource management review, 1(1), 61-89.

Meyer, J. P., Allen, N. J., & Gellatly, I. R. (1990). Affective and continuance
commitment to the organization: Evaluation of measures and analysis of
concurrent and time-lagged relations. Journal of applied psychology, 75(6), 710.

Meyer, J. P., & Herscovitch, L. (2001). Commitment in the workplace: Toward a general
model. Human resource management review, 11(3), 299-326.

Meyers, M.C., Kooij, D., Kroon, B., Reuver de, R., & Woerkom van, M.
(2020). Organizational Support for Strengths Use, Work Engagement, and

Page 42


https://psycnet.apa.org/doi/10.1108/00483480710731338
https://psycnet.apa.org/doi/10.1002/job.377
https://psycnet.apa.org/doi/10.1080/13594321003590630
https://psycnet.apa.org/doi/10.1037/0882-7974.17.1.125
https://psycnet.apa.org/doi/10.1016/j.jesp.2017.05.007

Contextual Performance: The Moderating Role of Age. Applied Research Quality
Life 15, 485-502. https://doi.org/10.1007/s11482-018-9702-4

Meyer, J. P. & Smith, C. A. (2000). HRM practices and organizational commitment: Test
of mediation model. Canadian journal of administrative sciences, 17(4), 319-
331.

Meyer, J. P., Stanley, D. J., Herscovitch, L., & Topolnytsky, L. (2002). Affective,
Continuance, and Normative Commitment to the Organization: A Meta-analysis
of Antecedents, Correlates, and Consequences. Journal of VVocational Behavior,
61(1), 20-52.

Milkovich, G.T. & Newman, J.M. (2008). Compensation, (9th ed.). USA: McGraw Hill
International Edition.

Milkovich, G.T. & Newman, J.M. (2008). Compensation, (9th ed.). USA: McGraw Hill
International Edition.

Morgeson, F. P., & Humphrey, S. E. (2006). The Work Design Questionnaire (WDQ):
Developing and validating a comprehensive measure for assessing job design and
the nature of work. Journal of Applied Psychology, 91(6), 1321-1339.
https://doi.org/10.1037/0021-9010.91.6.1321

Nishii, L. H., Lepak, D. P., & Schneider, B. (2008). Employee attributions of the “why”
of HR practices: Their effects on employee attitudes and behaviors, and customer
satisfaction. Personnel psychology, 61(3), 503-545.

Noe, R., Hollenbeck, J., Gerhart, B., & Wright, P. (2006). Human Resources
Management: Gaining a Competitive Advantage, Tenth Global Edition. New
York, MA: McGraw-Hill Education.

OECD. (2005). Ageing and employment policies Netherlands. OECD.

Ornstein, S., Cron, W. L., & Slocum Jr, J. W. (1989). Life stage versus career stage: A
comparative test of the theories of Levinson and Super. Journal of Organizational
behavior, 10(2), 117-133.

Pagan-Castario, E., Ballester-Miquel, J. C., Sanchez-Garcia, J., & Guijarro-Garcia, M.
(2022). What’s next in talent management? Journal of Business Research, 141,
528-535.

Pfeffer, J., & Veiga, J. F. (1999). Putting people first for organizational success. Academy
of management perspectives, 13(2), 37-48.

Rabl, T., Jayasinghe, M., Gerhart, B., & Kihlmann, T. M. (2014). A meta-analysis of
country differences in the high-performance work system-business performance
relationship: The roles of national culture and managerial discretion. Journal of
Applied Psychology, 99(6), 1011.

Page 43


https://doi.org/10.1007/s11482-018-9702-4
https://psycnet.apa.org/doi/10.1037/0021-9010.91.6.1321

Rauch, A., & Hatak, I. (2016). A meta-analysis of different HR-enhancing practices and
performance of small and medium sized firms. Journal of business venturing,
31(5), 485-504.

Rhoades, L., & Eisenberger, R. (2002). Perceived organizational support: A review of the
literature. Journal of Applied Psychology, 87(4), 698-714.
https://doi.org/10.1037/0021-9010.87.4.698

Rhoades, L., Eisenberger, R. and Armeli, S. (2001) Affective Commitment to the
Organization: The Contribution of Perceived Organizational Support. Journal of
Applied Psychology, 86, 825-836.
http://dx.doi.org/10.1037/0021-9010.86.5.825

Riketta, M., & Van Dick, R. (2005). Foci of Attachment in Organizations: A Meta-
Analytic Comparison of the Strength and Correlates of Workgroup versus
Organizational Commitment and Identification. Journal of Vocational Behavior,
67(3), 490-510.

Riketta, M. (2002). Attitudinal organizational commitment and job performance: a meta-
analysis. Journal of Organizational Behavior: The International Journal of
Industrial, Occupational and Organizational Psychology and Behavior, 23(3), 257-
266.

Rosenthal, R. (1991). Meta-analytic procedures for social research (Rev. ed.). Sage
Publications, Inc. https://doi.org/10.4135/9781412984997

Rousseau, Denise M. (1989). Psychological and implied contracts in organizations.
Employee responsibilities and rights journal, 2, 121-139.

Rudman, L. A., & Mescher, K. (2013). Penalizing men who request a family leave: Is
flexibility stigma a femininity stigma? Journal of Social Issues, 69(2), 322-340.

Rudolph, C., Rauvola, R. & Zacher, H. (2017). Leadership and Generations at Work: A
Critical Review. The Leadership Quarterly, 29. 10.1016/j.leaqua.2017.09.004.

Ryan, M. R. & Deci, L. E. (2000). Intrinsic and Extrinsic Motivations: Classic
Definitions and New Directions. Contemporary Educational Psychology, 25(1),
54-67.

Schuler, R. S., & Jackson, S. E. (1987). Linking competitive strategies with human
resource management practices. Academy of Management Perspectives, 1(3), 207-
219.

Shanock, L. R., Baran, B. E., Gentry, W. A., Pattison, S. C., & Heggestad, E. D. (2010).
Polynomial regression with response surface analysis: A powerful approach for
examining moderation and overcoming limitations of difference scores. Journal of
Business and Psychology, 25, 543-554.

Sheldon, K. M., Elliot, A. J., Kim, Y., & Kasser, T. (2001). What is satisfying about
satisfying events? Testing 10 candidate psychological needs. Journal of
personality and social psychology, 80(2), 325.

Page 44


https://psycnet.apa.org/doi/10.1037/0021-9010.87.4.698
https://psycnet.apa.org/doi/10.4135/9781412984997

Shore, L. M., & Tetrick, L. E. (1994). The psychological contract as an explanatory
framework in the employment relationship. Trends in organizational behavior,
1(91), 91-109.

Sirota, D., Mischkind, L. A., & Meltzer, M. 1. (2005). Assumptions that kill morale.
Leader to Leader, 2005(38), 24-27.

Sisodia, S. & Das, I. (2013). Effect of Job Autonomy Upon Organizational Commitment
of Employees at Different Hierarchical Level. Psychological Thought, 6, 241-251.

Storey, John & Sisson, Keith. (2000). The Realities of Human Resource Management:
Managing the Employment Relationship.

Stavrou, E. T., Brewster, C., & Charalambous, C. (2010). Human resource management
and firm performance in Europe through the lens of business systems: best fit,
best practice or both?. The International Journal of Human Resource
Management, 21(7), 933-962.

Sun, L. Y., Aryee, S., & Law, K. S. (2007). High-performance human resource practices,
citizenship behavior, and organizational performance: A relational perspective.
Academy of management Journal, 50(3), 558-577.

Super, D. E. (1957). The psychology of careers: An introduction to vocational
development. New York: Harper & Brothers.

Takeuchi, R., Lepak, D. P., Wang, H., & Takeuchi, K. (2007). An empirical examination
of the mechanisms mediating between high-performance work systems and the

performance of Japanese organizations. Journal of Applied psychology, 92(4),
1069.

Tonidandel, S., & LeBreton, J. M. (2011). Relative importance analysis: A useful
supplement to regression analysis. Journal of Business and Psychology, 26(1), 1—
9. https://doi.org/10.1007/s10869-010-9204-3

Truss, C., Gratton, L., Hope-Hailey, V., McGovern, P., & Stiles, P. (1997). Soft and hard
models of human resource management: a reappraisal. Journal of management
studies, 34(1), 53-73.

Wiener, Y. (1982). Commitment in organizations: A normative view. Academy of
management review, 7(3), 418-428.

Wright, T. A., & Bonett, D. G. (2002). The moderating effects of employee tenure on the
relation between organizational commitment and job performance: A meta-
analysis. Journal of Applied Psychology, 87, 1183— 1190.

Wright, P. M., & Boswell, W. R. (2002). Desegregating HRM: A review and synthesis of
micro and macro human resource management research. Journal of management,
28(3), 247-276.

Wright, P. M., Dunford, B. B., & Snell, S. A. (2001). Human resources and the resource-
based view of the firm. Journal of management, 27(6), 701-721.

Page 45


https://psycnet.apa.org/doi/10.1007/s10869-010-9204-3

Wright, P. M., Gardner, T. M., Moynihan, L. M. & Allen, M. R. (2005). The relationship
between HR practices and firm performance: Examining causal order. Personnel
psychology, 58, 409-446.

Youndt, M. A, Snell, S. A., Dean, J. W., & Lepak, D. P. (2000). Human Resource
Management, Manufacturing Strategy, and Firm Performance. Academy of
Management Journal, 43(4), 807-824.

Page 46



Appendix 1: Demographics

Appendix

Age Frequency Percent
18-24 21 9.7
25-34 72 332
35-44 70 323
45-54 25 11.5
55-64 17 7.8
65+ 12 55
Total 217 100
Gender Frequency Percent
Male 95 43.8
Female 122 56.2
Total 217 100
Education level Frequency Percent
Below bachelor level 9 4.1
Bachelor level (3 years) 79 36.4
Master level (5 years) 121 55.8
Above master level 8 3.7
Total 217 100
Length of service in organization Frequency Percent
0-5 years 84 38.7
6-10 years 38 17.5
11-15 years 52 24
16-20 years 14 6.5
21-25 years 8 37

> 25 years 21 9.7
Total 217 100
Industry Frequency Percent
Private 176 81.1
Public 33 15.2
Other 8 3.7
Total 217 100
Type of employment Frequency Percent
Fulltime 186 85.7
Part-time 31 14.3
Total 217 100
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Appendix 2: Test for homoscedasticy — Scatter plot

Regression Standardized Predicted Value

Scatterplot

Dependent Variable: Motivation
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Appendix 3: Test for normality — Normal P-P plot

Normal P-P Plot of Regression Standardized Residual
Dependent Variable: Motivation
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Appendix 4: Survey

Selection Policies

Neither
Strongly Agree nor Strongly
Disagree Disagree Disagree Agree Agree

Internal candidates are given

consideration over external O O O O O

candidates for job openings

We select employees based on O O O O o

an overall fit to the company

QOur selection system focuses on

the potential of the candidate to O O O O O

learn and grow with the
organization

We ensure that all employees in

these positions are made aware O O O O O

of internal promotion
opportunities

Incentive Policies

Neither
Strongly Agree nor Strongly
Disagree Disagree Disagree Agree Agree

Employee bonuses or incentive
plans are based primarily on the O O O O O

performance of the organization

Salaries for employees are

higher than those of our O O O O O

competitors

Shares of stock are available to
all core employees through stock O O O O O

purchase plans

The goals of our incentive

systems are based on collective

results (the organization’s or O O O O O
departments’ results)
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Training and Development Policies

Neither
Strongly Agree nor Strongly
Disagree Disagree Disagree Agree Agree

My organization offers career
developrent that enables

cmployoes 1o move across O O O O O

different functions in the
organization

My organization offers training

that focuses on collaboration and O o O O O

team-based skills

My organization sponsors social

events for employees so that they O O O O O

can get to know each other better

My organization offers induction

programs for new employees so

they can learn about the O O O O O
organization’s history and

processes and procedures

My organization uses job rotation

schemes to expand our O O O O O

employees’ skills

My organization has mentoring

schemes to develop our O O O O O

employees

Feedback systems (e.g. employee

interviews) are mainly used with

the aim of setting goals for the O O O O O
employees’ personal development

Feedback systems (e.g. employee

interviews) are used for planning

skills development and training O O O O O
with a view to a further career in

the organization
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Autonomy

Neither
Strongly Agree nor Strongly
Disagree Disagree Disagree Agree Agree

The job allows me to make my own

decisions about how to schedule O O O O O

my work

The job allows me to decide on the
order in which things are done on
the job

The job allows me to plan how | do
the work

The job gives me a chance to use
my personal initiative or judgment
in carrying out the work

The job allows me to make a lot of
decisions on my own

The job provides me with
significant autonomy in making
decisions

o O O O O
o O O O O
o O O O O
o O O O O
o O O O O

The job allows me to make
decisions about what methods to
use to complete my work

O
O
O
O
@)

The job gives me considerable

opportunity for independence and O O O O O

freedom in how | do the work

The job allows me to decide on my

own how to go about doing my O O O O O

work
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Organizational support

My organization really cares about
my well-being

My organization strongly considers
my goals and values

My organization shows little concern

for me

My organization cares about my
opinions

My organization is willing to help me

if | need a special favor

Help is available from the

organization when | have a problem

My organization would forgive an
honest mistake on my part

If given the opportunity, my
organization would take advantage
of me

strongly
Disagree Disagree

O

o O O O O O O

®)

0 O O O O O O

Neither
Agree nor
Disagree

O

o O O O O O O

Agree

O

o O O O O O O

strongly
Agree

@)

0 O O O O O O
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Work-Family Spillover

Neither
Strongly Agree nor Strongly
Disagree Disogree Disagres Agree Agree

Your job makes you feel too tired to

do the things that need attention at O O O O O

horme

Stress at work makes you irritable
at horme

Job worries or problemns distract
you when you are at horme

Your job reduces the effort you can
give to activities at home

Personal or farnily worries and
problems distract you when you
are at work

Stress at home makes you iritable
at work

c O O O O
c O O O O
c O O O O
c O O O O
c O O O O

Activities and chores at home
prevent you from getting the
armount of sleep you need to do
your joby well

O
O
O
O
O

Responsibilities at horme reduce the
effort you can devote to your job

The love and respect you get at
home makes you feel confident
about yourself at work

Your horme life helps you relax and
feel ready for the next day’s work

Talking with someone at home
helps you deal with problems at
work

o O O O
O O O O
o O O O
o O O O
O O O O

Providing for what is needed at
horme makes you work harder at
your job

O
O
O
O
O

Having a good day on your job
makes you a better companion O O O O O

when you get home

The things you do at work help you

deal with personal and practical O O O O O

issues at home

The things you do at work make

you a more interesting person at O O O O O

home

Thie skills you use on your job are

useful for things you have to do at O O O O O

horme
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The following statements are about your motivation towards your
job. Please indicate how much you agree or disagree to the
statements:

Neither
Strangly Agree nor Strongly
Disagree Disagree Disagree Agree Agree

The tasks that 1 do ot work are
themseles representing a driving O O O O O
power in my job

The tasks | do at work are enjoyable
My job is meaningful

My job is very exciting

My job is so interesting that it is a
rmotivation in itself

C OOO0
C OO0OO0
C O0OO0O
C OO0OO0
C OOO0O

Sormetimes | become so inspired by
rry job that | almost forget
everything else around me

@)
O
O
O
O
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