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Abstract 

Human resources and knowledge management are considered to be one of the most important factors within 
organizations that help them to achieve a competitive advantage. However, organizations should take care of the 
human factor and increase their commitment within organizations to take advantage of the knowledge within 
them. The purpose of this research is to investigate the relationship between human resources management 
practices and organizational commitment, on the one hand, and their relationship with knowledge management 
process, on the other hand.  

Consultancy firms operating in Jordan were used as the main sample of this study. A random sample was 
selected where 220 questionnaires were distributed to such firms. Only 207 questionnaires were submitted back 
with a response rate of 52%. A theoretical model was proposed and tested using structural equation modeling 
(SEM). The results of the SEM analysis indicated that human resources practices (recruitment methods, training 
and development, performance appraisals, and reward systems) have a significant influence on organizational 
commitment (affective commitment, continuance commitment, and normative commitment). Finally, the study 
did not find a direct relationship between human resource (HR) practices and knowledge management (KM) 
processes (knowledge acquisition, knowledge distribution, knowledge interpretation, and organizational 
memory). However, causal links were founded between human resource practices and organizational 
commitment, on the one hand, and organizational commitment and knowledge management processes, on the 
other hand.     

Keywords: human resource, organizational commitment, knowledge management, SEM analysis  

1. Introduction   

Organizations operate in an environment characterized by uncertainty, instability and change that provoke the 
appearance of various challenges (Bimpitsos & Petridou, 2012). Such environment includes many factors as 
increased globalization, rapid technological change, and the growing need for qualified employees and 
improved performance (Vanhala & Stavrou, 2013). This forces organizations to try and exploit the resources at 
its disposal in order to achieve a competitive advantage (Savaneviciene & Stakeviciute, 2011). Human resources 
are considered critical factors contributing to an organization’s success (Dominguez, 2011). According to 
Othman (2009) using human resources in a strategic manner is required to overcome the different challenges 
organizations face. Therefore, effectively managing these resources is of importance to all organization (Juhdi et 
al., 2011). Managing the human resources of an organization requires the use of different practices (Ortega-Parra 
& Sastre-Castillo, 2013) that play a significant role in helping organizations create and sustain the performance 
they desire (Fong et al., 2011) as they influence the attitudes and behaviours of employees (Lew, 2011). 

In addition, organizations seek to develop a committed workforce (Yew, 2013) and finding the best way to retain 
their employees (Riveros & Tsai, 2011). According to Tiwari & Saxena (2012), an organization’s behaviour can 
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be improved in such areas as staff commitment, competency, and flexibility by managing the human resources 
available in that organization. More specifically, it is reported that several human resource management (HRM) 
practices can affect employee commitment and motivation these include recruitment and selection, training and 
development, performance appraisal, teamwork, and compensation and reward (Fong et al., 2011). Furthermore, 
given that the twenty-first century is labelled as the century of knowledge (Jelenic, 2011), it is clear that 
successful organizations are those that are able to improve and develop their knowledge (Akhavan et al., 2013). 
Because knowledge is a valuable asset (Pinho et al., 2012) which should be managed effectively to help 
organizations achieve higher organizational innovation which in turn leads to achieving competitive advantage 
(Tan & Nasurdin, 2011). In a world that is moving toward a knowledge-based economy human resources are 
becoming increasingly important (Ubeda-Garcia, 2013). According to Fong et al. (2011), knowledge resides in 
the minds of employees but that knowledge can be easily lost if employees decide to leave the organization. Due 
to that reason organizations seek to improve the knowledge management (KM) processes of acquisition, 
distribution, interpretation, and organizational memory (Jimenez-Jimenez & Sanz-Valle, 2013). 

The purpose of this research is to investigate the relationship between human resources management practices 
and organizational commitment on the one hand and their relationship with knowledge management process, on 
the other hand. To achieve this purpose, the first sections discuss the theoretical background, research 
methodology, research model, and hypotheses. Data analysis, discussion results and conclusions, limitations and 
future work will be discussed in the final sections.  

2. Theoretical Background 

Many studies discussed the relationship between human resource management and knowledge management 
process (see for example Hislop, 2003; Oltra, 2005; Chiang et al., 2011; Fong et al., 2011; Jimenez-Jimenez & 
Sanz-Valle, 2013). Other studies discussed the relationship between human resource management and 
organizational commitment (see for example Edgar & Geare, 2005; Sanders et al., 2008; Juhdi et al., 2011; 
Zaitouni et al., 2011; Imran & Ahmed, 2012). Whereas, (Malhotra & Galletta, 2003; Alvesson, 2005; Thompson 
& Heron, 2005; Rocha et al., 2008; Chiang et al., 2011; Neyestani et al., 2013) investigated the relationship 
between organizational commitment and knowledge management process. This section discussed the previous 
literature related to the subject of this study.   

2.1 Human Resources Management (HRM) Practices 

Employees as human resources are considered to be one of the most important resources within an organization 
that help in achieving a competitive advantage (Wheelen & Hunger, 2013). However, it is argued that managing 
human resources is more difficult than managing technology or capital (Tiwari & Saxena, 2012). Human 
resources management (HRM) is defined as all decisions and practices that affect employees within 
organizations (Shahnawaz & Juyal, 2006). HRM practices are defined as “organizational activities directed at 
managing the pool of human resources and ensuring that the resources are employed towards the fulfilment of 
organizational goals” (Tiwari & Saxena, 2012, p. 671). Organizations use HRM practices to mould the 
behaviours, attitudes, and perceptions of employees in a way to improve its performance and desired outcomes 
(Chew, 2004; Juhdi, 2011). However, it must be taken into consideration that HRM practices are not fixed, they 
differ from one organization to another (Tiwari & Saxena, 2012). Many researchers defined different practices 
that are associated with HRM; nevertheless, those practices can be grouped into various categories such as 
recruitment, selection, training and development, motivation, and maintenance. This paper discusses human 
resources practices with a focus on four major practices which include recruitment methods, training and 
development, performance appraisals, and reward systems (Lim & Ling, 2012). 

2.1.1 Recruitment Methods 

In order for organizations to be successful they need to attract the best employees through the core staffing 
activity of recruitment (Darrag et al., 2010). However, in practice, this is not as simple as it sounds (O’Leary et 
al., 2002; Mess, 2004). The aim of recruitment is to obtain the right number of qualified employees to satisfy the 
need of organizations for human resources (Fong et al., 2011). Therefore, various recruitment methods are used 
to fulfill this purpose. Recruitment methods can be either internal or external (DeCenzo & Robbins, 2013) but 
most organizations tend to focus on three external methods which are advertising, online recruitment, and the 
use of employment agencies which are found to increase the probability of recruiting talented employees 
(Armstrong, 2006; Lim & Ling, 2012). 

2.1.2 Training and Development 

Due to the numerous challenges employees face in the work environment and because human beings are 
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considered valuable assets of an organization, organizations need to invest in the training and development of 
their human capital to enhance their capabilities and abilities (Jimenez & Valle, 2013). The motive behind 
having training and development is to increase and update the skills, knowledge and experiences of an 
organization’s employees (Fong et al., 2011). In addition, studies proved that training and development increase 
employees’ productivity and commitment which in turn improves a firm’s performance (Vlachos, 2009). These 
training and development programs are conducted by qualified trainers who can come from inside the 
organization or from external agencies. Hiring either trainer has its advantages and disadvantages; for example 
using an external trainer is expensive but ensures the effective delivery of the required knowledge, on the other 
hand, using an internal trainer costs an organization almost nothing but doesn’t ensure that presentations will be 
successful (Lim & Ling, 2012).  

2.1.3 Performance Appraisals 

Given current circumstances organizations are paying particular attention to one specific HRM practice that 
influences an organizations’ performance which is performance appraisal (Chen & Eldridge, 2010). Even though 
performance appraisals are considered a necessity, both appraisers and appraises dread the entire process (Lim & 
Ling, 2012). However, according to DeCenzo & Robbins (2013) conducting performance appraisals serve three 
important purposes: 1) providing two-way feedback between employees and supervisors 2) Developing 
employees and improving their performance 3) Documenting employees’ performance for legal reasons. In 
addition, performance appraisals serve as a basis for certain organizational decisions such as determining pay 
packages and promotions (Sripirabaa & Krishnaveni, 2009). 

2.1.4 Reward Systems 

Contributions made to an organization by its employees and their achievements should be recognized and 
reciprocated by some form of reward (Rudge, 2011). A reward system is defined as “a package/systems that 
consist of rewards and benefits, such as holiday leaves, medical benefits, transport allowance, and performance 
bonus” (Lim & Ling, 2012, p. 104). Reward systems usually serve several purposes which include attracting, 
retaining, and motivating employees. (Zhou et al., 2011). In addition, researchers such as Yap et al. (2009) found 
that reward systems have a positive impact on employee performance. Although rewarding employees can be 
based on one or more factors such as performance, experience, qualification, and seniority (Lim & Ling, 2012), 
the most dominant factor used in organizations is performance where employees’ performance is linked to 
expected rewards (Zaitouni et al., 2011; Vlachos, 2009). 

2.2 Organizational Commitment 

Organizations are becoming increasingly interested in the promotion of commitment among employees (Lew, 
2011) because of the various benefits associated with it such as improved employee performance and reduced 
employee turnover (Yew, 2013). Many definitions have been provided for organizational commitment by 
different researchers, according to Imran & Ahmed (2012) organizational commitment is defined as “the 
strength of an individual’s identification and involvement with a particular organization” (p. 81). From the 
various definitions found in the literature, organizational commitment can be interpreted as an individual’s link 
to an organization (Suma & Lesha, 2013) and the belief in its goals and making the effort to reach those goals by 
remaining part of that organization (Zaitouni et al., 2011).  

Various studies explored organizational commitment in different ways, one study conducted by Mathieu & Zajac 
(1990) discovered that organizational commitment was composed of two components, attitudinal and 
behavioural (Qaisar et al., 2012). Attitudinal commitment is related to how people view their values and goals in 
relation to their organizations. Whereas, behavioural commitment refers to a person’s attachment to an 
organization no matter the consequences associated with that attachment (Cistulli et al., 2012). In addition, 
Ortega-Para & Sastre-Castillo (2013) identified three components that comprise organizational commitment 
which include the belief and acceptance of an organization’s values and goals, the willingness to assist and aid 
organizations, and the desire to remain part of an organization. However, the most dominant study in the field of 
organizational commitment is the one conducted by Allen & Meyer (1990) (Jaros, 2007) which states that 
organizational commitment consists of three components or dimensions: 1) Affective commitment 2) 
Continuance commitment 3) Normative commitment (Cho & Huang, 2012). The researchers wanted to 
demonstrate how an individual belongs to an organization in terms of emotional, psychological and behavioural 
dimensions (Cistulli et al., 2012). This paper discusses organizational commitment in terms of the three 
components proposed by Allen & Meyer (1990) which include affective commitment, continuance commitment, 
and normative commitment (Jaros, 2007). 
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2.2.1 Affective Commitment  

Affective commitment is considered to be the most researched component due to the benefits associated with it 
(Newman & Sheikh, 2012) such as greater job performance (Cestulli, 2012). Affective commitment is defined as 
the identification with and emotional attachment employees have with organizations and which occurs because 
employees want to stay in their organizations (Cho & Huang, 2012). Organizations can build affective 
commitment by providing open communication, access to information and allowing employees to participate in 
decision making (Suma & Lesha, 2013). Riveros & Tsai (2011) mentioned that experiences that contribute to a 
person feeling comfortable and competent in their job are considered antecedents of affective commitment. 

2.2.2 Continuance Commitment 

The more resources employees accumulate over time and could risk losing by leaving the organization, the 
greater the commitment one will have to the organization (Ling & Wang, 2012). Continuance commitment is 
defined as “the extents to which employees feel commitment to their organization when they consider the cost 
of leaving the organization” (Anari, 2012, p. 258) and usually when individuals feel a need to stay in an 
organization (Suma & Lesha, 2013). However, if employees incur the costs of leaving an organization but were 
not aware of them, then it can be said that continuance commitment does not exist (Jaros, 2007). Studies showed 
that two factors comprise what is known as continuance commitment, these factors are the number of 
investments made by an individual and the lack of alternative employment opportunities (See for example, 
Riveros & Tsai, 2011; Cho & Huang, 2012). 

2.2.3 Normative Commitment 

Normative commitment is experienced when an individual feels that he/she has to work for an organization for 
ethical reasons and the idea of leaving the organization is out of the question (Sayğan, 2011). Many researchers 
such as Zaitouni (2011), Cho & Huang (2012), and Saxon (2012) have all provided a similar definition of 
normative commitment where it is defined as a feeling of moral obligation to remain within an organization. In 
addition, Qaisar et al. (2012) stated that normative commitment takes place when employees believe they ought 
to perform a specific task or job. Riveros & Tsai (2011) mentioned that normative commitment is influenced by 
the socialization process that takes place prior and after the entering of an organization. In addition, further 
study conducted by Meyer et al. (2006) posited two dimensions relating to normative commitment; which are 
indebted obligation which refers to the meeting of expectations set by others, and moral imperative which 
reflects meeting valued outcomes (Jaros, 2007). 

2.3 Knowledge Management (KM) Process 

Recently, intangible assets have come to play a key role in helping organizations achieve a competitive 
advantage. Many studies indicated the increased importance of one particular intangible asset which is 
knowledge (Jimenez-Jimenez & Sanz-Valle, 2013). Knowledge is becoming an important factor in production in 
addition to other factors of land, labour, and capital (Rašula et al., 2012). Knowledge can be defined as the 
information, facts, and concepts that usually reside in practices, norms, processes, documents, and the expertise 
and experience of individuals, which are required for performing tasks (Kim & Lee, 2010). Therefore, 
researchers have come to the agreement that managing knowledge is vital to the success of organizations 
(Jimenez-Jimenez & Sanz-Valle, 2013), even though it is not an easy task (Edwards, 2011). While literature  
provides many definitions of knowledge management, the most basic way KM can be defined is “any process or 
practice of creating, acquiring, capturing, sharing, and using knowledge, wherever it resides, to enhance learning 
and performance in organizations” (Armstrong, 2006, p. 174). From the various definitions KM is considered to 
be a process comprised of several phases or activities (Kim & Lee, 2010).Various researchers viewed the 
processes associated with KM differently for example Bousa & Venkitchalam (2013) described the KM process 
as the creation, transfer, storage and reuse of knowledge. Pinho et al. (2012) considered the KM process as the 
process of acquiring, creating, utilizing, and sharing of knowledge. In addition, Allameh et al. (2011) stated that 
KM is comprised of the processes of identification, capturing, sharing, disseminating, application, and storing of 
knowledge. This paper discusses the KM process according to Huber’s model which was developed in 1991 and 
adopted by Jimenez-Jimenez & Sanz-Valle (2013). This model includes four phases: knowledge acquisition, 
knowledge distribution, knowledge interpretation, and organizational memory (Jimenez-Jimenez & Sanz-Valle, 
2013). 

2.3.1 Knowledge Acquisition  

Knowledge acquisition refers to the process of obtaining new knowledge and information. This new knowledge 
can be acquired from internal sources or external sources to the organization. However, regardless of the source 
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the most important determinant to this process is the motivation to find and create new knowledge by employees 
(Kim & Lee, 2010; Jimenez-Jimenez & Sanz-Valle, 2013). Organizations can acquire new knowledge using 
several methods such as through congenital learning which refers to inherited knowledge from the founders of a 
firm, experiential learning which is knowledge acquired from experience, and vicarious learning which is 
knowledge acquired from other individuals and businesses (Jashapara, 2011) where Parker (2012) noted that 
creating relationships and alliances with different partners can positively influence an organization’s ability to 
acquire knowledge.  

2.3.2 Knowledge Distribution 

The ability to distribute and share knowledge is critical for the use and leverage of knowledge resources which 
are considered important resources to most organizations (Geiger & Schrevogg, 2012). Knowledge distribution 
refers to the process of sharing acquired knowledge from one person or unit to another within an organization 
(Michailova & Gupta, 2005; Jimenez-Jimenez & Sanz-Valle, 2013). According to researchers such as Cyr & 
Choo (2010) many factors affect the process of sharing knowledge in an organization which include the culture 
of the organization, the attitudes and values of individuals towards knowledge sharing and the nature of the 
technology used to share knowledge. Indeed, organizational culture has been defined as the specific collection 
of values and norms that are shared by people and groups in an organization and that control the way they 
interact with each other and with stakeholders outside the organization (Al Azmi et al., 2012; Alkalha et al., 
2012; Obeidat et al. 2012; Shannak, Obeidat, & Masa’deh, 2012). Further, researchers have shown that two 
facets comprise knowledge distribution, which are knowledge disseminating which refers to an individual’s 
desire to share knowledge; and knowledge receiving which refers to the requesting of individuals to share what 
they know (Kamasak & Bulutlar, 2010). In addition, Fong & Choi (2009) found that a major obstacle to the 
process of knowledge sharing is the trust present between individuals.  

2.3.3 Knowledge Interpretation 

Once knowledge is acquired, interpretation of that knowledge is needed in order for employees to better 
understand it (Jimenez-Jimenez & Sanz-Valle, 2013). Knowledge interpretation is defined as “the process 
through which organizations make sense of new information that they have acquired and disseminated” (Flores 
et al., 2012, p. 643). Organizations seeking to interpret information should utilize both human and electronic 
means of communication (Škerlavaj et al., 2010). According to Huber (1991), knowledge interpretation is 
affected by various constructs including; cognitive maps (existing knowledge background), media richness 
(methods used to communicate knowledge), information overload, and unlearning (discarding of useless 
information) (Jashapara, 2011). In addition, Ul Quresh & Uppatumwichian (2008) mentioned that the process of 
knowledge interpretation is influenced by the beliefs held by different individuals and groups. 

2.3.4 Organizational Memory 

Memory is considered a prerequisite for organizational success (Girard, 2009). However, it is known that 
organizations frequently suffer from memory loss or what is called corporate amnesia (Hamidi & Jusoff, 2009). 
Therefore, organizational memory has come to play an important role in creating a competitive advantage for 
organizations (Vrincianu et al., 2009). Akgun et al. (2012) referred to organizational memory as “an aspect of an 
organization’s history in which firms’ knowledge are captured and stored in such a way that they become 
accessible in the future” (p. 97). Jashapara (2011) mentioned two constructs for organizational memory, first, the 
storing and retrieving of information. Regarding this construct Morrissey (2005) suggested that the tools used to 
store knowledge are of little significance, what matters are the location and format in which knowledge is stored 
in as they must be easily found and accessed by employees to retrieve required information. Second, 
computer-based organizational memory, in this construct technology infrastructure plays an important role such 
as data centres and software (Cegarra-Navarro et al., 2010). 

3. Research Methodology 

The goal of this research is to investigate the relationship between human resources practices on knowledge 
management process within organizations. It also investigates the relationship between human resources 
management practices and their relationship with organizational commitment, and their relationship with 
Knowledge management process within organizations.  

Human resources management practices were measured using recruitment methods, training and development, 
performance appraisals, and reward systems (Lim & Ling, 2012). Organizational commitment was measured 
using three dimensions of affective commitment, continuance commitment, and normative commitment (Allen 
& Meyer, 1990). Finally, knowledge management process was measured using four phases of knowledge 
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acquisition, knowledge distribution, knowledge interpretation, and organizational memory (Jimenez-Jimenez & 
Sanz-Valle, 2013).  
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Figure 1. The research model 
 

To achieve the goals of this study, three main hypotheses are developed. Such hypotheses are:  

Hypothesis (1): There is a relationship between human resource management practices and knowledge 
management process. 

Hypothesis (2): There is a relationship between human resource management practices and organizational 
commitment. 

Hypothesis (3): There is a relationship between organizational commitment and knowledge management 
process.  

3.1 Research Sample and Data Collection  

Human resource management, organizational commitment, and the knowledge management process play a 
significant role in performance of consultancy firms and their ability to achieve and sustain a competitive 
advantage (Powell & Ambrosini, 2012). This was supported by Lahti & Beyerlein (2000) who asserted on the 
fact that the success of such firms depends merely on the knowledge and ability of their employees to deliver 
solutions to their customers. Accordingly, the population of this study is composed of all the consultancy firms 
that operate in Jordan (management, engineering, legal, technological, accounting, training, human resources, 
financial, and so on) (Suradi, 2013). 

In order to test the hypotheses and achieve the objectives of this research, structured questionnaire was used as a 
collection data method. This questionnaire is composed of 54 questions that represent all the variables of this 
research. Further, 400 consultancy firms are operating in Jordan with Amman to be the main location of them. 
Due to the difficulty associated with reaching and accessing such firms, a random sample was selected with 220 
questionnaires that were distributed to the firms. Moreover, in order to ensure a high response rate, a cover letter 
accompanied each questionnaire to respondents explaining the research objectives with the assurance of the 
confidentiality of the information they provided. Each cover letter was sent directly to the firms’ employees, and 
they were asked to fill in the survey. This letter offered a brief introduction to the research and its objectives, and 
requested permission to conduct the research. However, 207 questionnaires were submitted back with a response 
rate of 52%. 

Indeed, whether the sample size is sufficient for the estimation of regression analysis is a debatable issue. While 
Hair et al. (1995) recommended that a feasible sample size should be between 100 and 200, in order to be 
adequate for the data analysis, Krejcie & Morgan (1970) who provided guidelines for sample size decision, 
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required 201 for a population of 420. Thus, 207 returned surveys indicate an adequate representation.  

In this study, the researchers developed a field study for employees. That is as a basis for data collection and 
analysis; respondents answered all items on five point Likert-scales ranging from “1” of “strongly disagree” to 
“5” of “strongly agree”. Further, elements used to consider each of the constructs were primarily obtained from 
prior research. These elements provided a valued source for data gathering and measurement as their reliability 
and validity have been verified through previous research and peer review.  

4. Data Analysis  

The results of this study show that the total number of respondents was 207 employees, 68% were male and 
32% females, most of them holding a bachelor degree, about 51% of them are of ages between 20-less than 30 
years old, and about 29% between 30-less than 40 years old. The data also revealed that about 65 % of them 
have experience up to 10 years. Also, in order to examine the research hypotheses, the current study employed 
Structural Equation Modeling (SEM) techniques with Analysis of Moment Structures (AMOS) 6 software for 
data analysis. SEM can be divided into two sub-models: a measurement model and a structural model. While the 
measurement model defines relationships between the observed and unobserved variables, the structural model 
identifies relationships among the unobserved/latent variables by specifying which latent variables directly or 
indirectly influence changes in other latent variables in the model (Byrne, 2001). Furthermore, the structural 
equation modeling process consists of two components: validating the measurement model and fitting the 
structural model. While the former is accomplished through confirmatory factor analysis, the latter is 
accomplished by path analysis with latent variables (Kline, 2005).  

Table 1 demonstrates different types of goodness of fit indices in assessing this study initial specified model. It 
displays that the research constructs fits the data according to the absolute, incremental, and parsimonious model 
fit measures, comprising chi-square per degree of freedom ratio (x²/df), Incremental Fit Index (IFI), Tucker- 
Lewis Index (TLI), Comparative Fit Index (CFI), and Root Mean Square Error of Approximation (RMSEA). 
Furthermore, the researchers examined the standardized regression weights for the research’s indicators and 
found that some indicators had a low loading towards the latent variables. In particular (RS4 = 0.410, AC3 = 
0.401, CC7 = 0.381, NC5 = 0.373). Moreover, since both items did not meet the minimum recommended value 
of factor loadings of 0.50 (Newkirk & Lederer, 2006), and because the initial fit indices were fit the sample data, 
then they were removed and excluded from further analysis. Therefore, the measurement model was modified 
and showed a better fit to the data (as shown in Table 1). For instance, x²/df and RMSEA did change for the final 
model, the IFI = 0.901, TLI = 0.902, and CFI = 0.901 indicated better fit to the data after removing the low 
factor loading items.  

 
Table 1. Measurement model fit indices 

Model x² df P x²/df IFI TLI CFI RMSEA 

Initial Estimation 1019.153 355 0.000 2.870 0.888 0.892 0.888 0.055 

Final Model 846.332 306 0.000 2.765 0.901 0.902 0.901 0.053 

 

4.1 Measurement Model  

Once modifying the final measurement model for all constructs, the next phase is to evaluate them for 
unidimensionality, reliability, and validity. Indeed, the outcomes of the measurement model are presented in 
Table 2, encapsulates the standardized factor loadings, measures of reliabilities and validity for the final 
measurement model. 

4.2 Unidimensionality 

Unidimensionality states to the extent to which the study indicators form their latent variable. An examination of 
the unidimensionality of the research constructs is essential and an important prerequisite for establishing 
construct reliability and validity analysis (Chou et al., 2007). Also, in line with Byrne (2001), this research 
assessed unidimensionality using the factor loading of items of their respected constructs. Table 2 shows solid 
evidence for the unidimensionality of all the constructs that specified in the measurement model. All loadings 
(except RS4, AC3, CC7, and NC5) were above 0.50, the criterion value recommended by Newkirk & Lederer 
(2006). These loadings confirmed that 50 (out of 54) items were loaded satisfactory on their constructs. 

4.3 Reliability 

Reliability analysis is related to the assessment of the degree of consistency between multiple measurements of a 
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variable, and could be measured by Cronbach alpha coefficient and composite reliability (Hair et al., 1998). 
Furthermore, some scholars (e.g, Bagozzi & Yi, 1988) suggested that the values of all indicators or dimensional 
scales should be above the recommended value of 0.60. Table 2 indicates that all Cronbach alpha values for the 
twelve constructs exceeded the recommended value of 0.60 (Bagozzi & Yi, 1988) demonstrating that the 
instrument is reliable. Also, as shown in Table 2, composite reliability values ranged from 0.92 to 0.95, and were 
all greater than the recommended value of more than 0.60 (Bagozzi & Yi, 1988) or greater than 0.70 as 
suggested by Holmes-Smith (2001). Consequently, according to the above two tests, all the research constructs 
in this study are considered reliable. 

 

Table 2. Properties of the final measurement model 

Constructs and 

Indicators 

Std. 

Loading 

Std. Error Square 

Multiple 

Correlation 

Error 

Variance 

Cronbach 

Alpha 

Composite 

Reliability 

AVE 

Recruitment and 

selection 

    0.885 0.92 0.90 

RS1 0.820 0.113 0.644 0.062    

RS2 0.872 0.124 0.635 0.065    

RS3 0.852 0.112 0.674 0.055    

RS5 0.886 0.120 0.696 0.061    

Compensation and 

reward 

    0.891 0.94 0.92 

CR1 0.882 0.107 0.578 0.071    

CR2 0.833 0.110 0.593 0.068    

CR3 0.845 0.112 0.610 0.069    

CR4 0.822 0.113 0.607 0.072    

Performance 

Appraisal 

    0.912 0.92 0.95 

PA1 0.834 0.113 0.668 0.071    

PA2 0.885 0.110 0.627 0.068    

PA3 0.839 0.109 0.665 0.064    

Teamwork     0.922 0.95 0.92 

TW1 0.734 0.114 0.679 0.066    

TW2 0.744 0.113 0.703 0.062    

TW3 0.735 0.109 0.701 0.063    

Training  and 

development 

    0.878 0.91 0.94 

TD1 0.779 0.111 0.712 0.069    

TD2 0.772 0.109 0.707 0.067    

TD3 0.769 0.107 0.705 0.063    

Affective 

commitment 

    0.944 0.94 0.90 

AC1 0.658 0.165 0.661 0.071    

AC2 0.666 0.161 0.672 0.063    

AC4 0.679 0.173 0.645 0.065    

AC5 0.691 0.175 0.661 0.069    

AC6 0.683 0.177 0.701 0.070    

AC7 0.702 0.169 0.679 0.072    

AC8 0.704 0.168 0.698 0.069    

Continuance 

commitment 

    0.936 0.92 0.93 

CC1 0.789 0.108 0.701 0.061    

CC2 0.817 0.111 0.704 0.063    

CC3 0.811 0.109 0.695 0.071    

CC4 0.797 0.101 0.679 0.069    

CC5 0.778 0.107 0.701 0.067    



www.ccsenet.org/ijbm International Journal of Business and Management Vol. 9, No. 3; 2014 

17 

CC6 0.801 0.112 0.711 0.069    

CC8 0.787 0.116 0.695 0.074    

Normative  

commitment 

    0.841 0.95 0.92 

NC1 0.805 0.106 0.791 0.077    

NC2 0.821 0.111 0.783 0.081    

NC3 0.823 0.121 0.689 0.072    

NC4 0.802 0.114 0.684 0.073    

NC6 0.846 0.113 0.732 0.074    

NC7 0.847 0.109 0.738 0.079    

NC8 0.856 0.111 0.701 0.082    

Knowledge 

acquisition 

    0.856 0.94 0.94 

KA1 0.668 0.182 0.473 0.078    

KA2 0.711 0.178 0.446 0.079    

KA3 0.701 0.177 0.511 0.083    

Knowledge 

distribution 

    0.799 0.94 0.90 

KD1 0.687 0.186 0.553 0.088    

KD2 0.761 0.182 0.543 0.087    

KD3 0.721 0.187 0.576 0.079    

Knowledge 

interpretation 

    0.810 0.95 0.93 

KI1 0.866 0.177 0.652 0.070    

KI2 0.873 0.167 0.721 0.073    

KI3 0.811 0.172 0.742 0.076    

Organizational 

memory 

    0.923 0.94 0.94 

OM1 0.808 0.171 0.687 0.084    

OM2 0.821 0.179 0.679 0.082    

OM3 0.811 0.173 0.682 0.078    

 
4.4 Content, Convergent, and Discriminant Validity  

Although reliability is considered as a necessary condition of the test of goodness of the measure used in 
research, it is not sufficient (Sekaran, 2003), thus validity is another condition used to measure the goodness of a 
measure. Validity refers to which an instrument measures is expected to measure or what the researcher wishes 
to measure (Blumberg et al., 2005). Indeed, the items selected to measure the five HR practices variables 
(recruitment and selection, compensation and reward, performance appraisal, teamwork, training and 
development) besides the other variables (i.e., affective commitment, continuance commitment, normative 
commitment, knowledge acquisition, knowledge distribution, knowledge interpretation, and organizational 
memory) were validated and reused from previous researches. Therefore, the researchers relied upon in 
enhancing the validity of the scale was to benefit from a pre-used scale that is developed from other researchers. 
Also, the questionnaire items were reviewed by seven instructors of the Business Faculty at the University of 
Jordan. The feedback from the chosen group for the pre-test contributed to enhanced content validity of the 
instrument. Moreover, in order to enhance the content validity of the instrument, six employees from the 
industry were asked to give their feedback about the questionnaire, thus confirming that the knowledge 
presented in the content of each question was relevant to the studied topic. 

In addition, as convergent validity test is necessary in the measurement model to determine if the indicators in a 
scale load together on a single construct; discriminant validity test is another main one to verify if the items that 
developed to measure different constructs are certainly evaluating different constructs. As shown in Table 2, all 
items were significant and had loadings more than 0.50 on their underlying constructs. Moreover, the standard 
errors for the items ranged from 0.101 to 0.187 and all the item loadings were more than twice their standard 
error. Further, discriminant validity was considered using several tests. First, it could be examined in the 
measurement model by investigating the shared average variance extracted (AVE) by the latent constructs. Also, 
the correlations among the research constructs could be used to assess discriminant validity by examining if 
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there is any extreme large correlations among them which imply that the model have a problem of discriminant 
validity. Also, if the AVE for each construct exceeds the square correlation between that construct and any other 
constructs then discriminant validity is occurred (Fornell & Larcker, 1981). As shown in Table 2, this study 
showed that the AVEs of all the constructs were above the suggested level of 0.50, implying that all the 
constructs that ranged from 0.90 to 0.95 were responsible for more than 50 percent of the variance in their 
respected measurement items, which met the recommendation that AVE values should be at least 0.50 for each 
construct (Bagozzi & Yi, 1988; Holmes, 2001). Moreover, as shown in Table 3, discriminant validity was 
confirmed as the AVE values were more than the squared correlations for each set of constructs. Thus, the 
measures significantly discriminate between the constructs. 

 

Table 3. AVE and square of correlations between constructs (cons.) 

Cons.  RS CR PA TW TD AC CC NC KA KD KI OM 

(RS) 0.90            

(CR) 0.55 0.92           

(PA) 0.62 0.41 0.95          

(TW) 0.64 0.52 052 0.92         

(TD) 0.56 0.54 0.61 0.49 0.94        

(AC) 0.53 0.43 0.43 0.44 0.52 0.90       

(CC) 0.44 0.52 0.52 0.47 0.49 0.57 0.93      

(NC) 0.66 0.49 0.45 0.52 0.45 0.52 0.48 0.92     

(KA) 0.53 0.43 0.47 0.51 0.52 0.49 0.47 0.55 0.94    

(KD) 0.62 0.53 0.49 0.53 0.53 0.48 0.42 0.48 0.62 0.90   

(KI) 0.63 0.49 0.52 0.52 0.54 0.42 0.53 0.47 0.53 0.59 0.93  

(OM) 0.61 0.52 0.53 0.53 0.53 0.52 0.55 0.53 0.55 0.56 0.59 0.94 

 
4.5 Structural Model  

Following the two-phase SEM technique, the measurement model results were used to test the structural model, 
including paths representing the proposed associations among research constructs. Furthermore, in order to 
examine the structural model it is essential to investigate the statistical significance of the standardized 
regression weights (i.e. t-value) of the research hypotheses (i.e. the path estimations) at 0.05 level (see Table 4); 
and the coefficient of determination (R²) for the research endogenous variables as well. Indeed, the coefficient of 
determination for organizational commitment, and KM practices were 0.421 and 0.534 respectively, indicates 
that the model moderately accounts for the variation of the proposed model. 

 

Table 4. Summary of proposed results for the theoretical model 

Research Proposed Paths Coefficient 

Value 

t-value p-value Empirical 

Evidence 

H1: HR practices→ KM processes  0.091 0.878 0.445 Not supported 

H2: HR practices→ Organizational commitment  0.665 2.554 0.000 Supported 

H3: Organizational commitment→ KM processes 0.763 2.768 0.000 Supported 

 
5. Discussion Results and Conclusion 

Taking into consideration the three hypotheses of this study, this section is divided into three parts. The first part 
is associated with the first hypothesis and deals with the relationship between HRM practices and KM process. 
The second part deals with HRM practices and their relationship with organizational commitment. Finally, the 
third part is associated with the third hypothesis and deals with the relationship between organizational 
commitment and KM process.  

5.1 HRM Practices and KM Processes 

The results of this study do not support the first hypothesis and show that there is no relationship between HRM 
practices and KM process. This might be explained to the existence of other factors than human resources that 
organizations and managers in consultancy firms in Jordan adopt to enhance knowledge management process. 
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The results of this study do not agree with what was found by Jimenez-Jimenez & Sanz-Valle (2013). According 
to them, the relation between HRM and KM does exist and that a knowledge-oriented HR system that includes 
the practices of job design, team work, staffing, career development, training, performance appraisal and 
compensation may enhance all the KM processes of knowledge acquisition, knowledge distribution, knowledge 
interpretation and organizational memory. In addition, their findings highlight the importance of adopting 
knowledge-oriented HR practices not in an isolated manner but forming a system of consistent HRM practices. 
They added that individual HRM practices do not affect all the KM processes, however, when they are adopted 
together, as a system, they foster knowledge acquisition, distribution, interpretation and storing. This was also 
supported by Fong et al. (2011) who mentioned that not all HRM practices are appropriate to enhance the KM 
process of knowledge sharing. According to their study knowledge sharing is positively influenced by 
recruitment and selection, teamwork, training and development, and performance appraisal. Nevertheless, 
compensation had no significant association with knowledge sharing. 

The results of this study can be also explained by the fact that managers do not take KM process seriously. This 
can be supported by Oltra’s (2005) results who asserted on the fact that unless HRM and KM have been both 
taken seriously by management, there is little need to talk about the role of HRM practices in KM. This was 
discussed by Hislop (2003) who looked at it from employees' point of view and concluded that the type of HRM 
policies and practices adopted in an organization has been found to affect people’s willingness to share 
knowledge. 

5.2 HRM Practices and Organizational Commitment 

The results of this study do support the second hypothesis and found a relationship between HRM practices and 
organizational commitment. This might be explained to the fact that the more valid and reliable human resource 
practices are, the higher the probability of adapting new employees to organizations, the lower the turnover is, 
the higher the organizational commitment will be (DeCenzo & Robbins, 2013).  

Furthermore, the results of this study agree with what was found in Juhdi & his colleague's study carried out in 
2011. According to them, all four HR practices of performance appraisal, career management, person-fit 
(presented in training and development), and compensation are positively related to organizational commitment. 
This was also supported by many studies. In their study, Imran & Ahmed (2012) showed that HR practices of 
compensation, perceived organizational support, work life policies, training and development, career 
opportunities, empowerment, organizational climate and communication have a direct and positive impact on 
organizational commitment. Furthermore, Edgar & Geare (2005) study results showed that a significant 
relationship exists between HRM practices and employee work-related attitudes which include organizational 
commitment, job satisfaction, and organizational fairness. Sanders et al. (2008) asserted on the importance of 
human resource as a factor within organizations and stated that employees that perceive the HRM system of an 
organization as distinct tend to be more affective committed to the organization. Finally, the results of this study 
do not partially agree with the result of the study carried out by Zaitouni et al. (2011). Zaitouni & his colleagues 
found that HRM practices which include competence development, fair rewards, and information sharing were 
positively and significantly related to affective commitment. However, only the practices of fair rewards and 
information sharing were significantly related to continuance commitment. In addition, Information sharing was 
the only practice positively related to normative commitment. 

5.3 Organizational Commitment and KM Processes 

The results of this study show a positive relationship between organizational commitment and knowledge 
management process. This might be explained by the fact that employees would not exert any effort to acquire, 
share, interpret, and share information and knowledge unless they felt important within organizations, 
accordingly being committed to it. In addition, the results of this study agree with what was found by Thompson 
& Heron (2005) who mentioned that high levels of knowledge worker commitment are critical to knowledge 
creation, because the importance of these workers has been shown for the creation and sharing of knowledge. 
This was also supported by many studies. For example, Neyestani & his colleague's study showed that 
employees’ commitment to an organization represented by the organization’s loyalty responsibility, participation 
in organizational decisions, emotional attachment to the organization, participation in the life of the organization, 
and supporting organizational goals can have an effect on enhancing and promoting knowledge sharing among 
employees (2013). A study carried out by Malhotra & Galletta (2003), claims that motivation and commitment 
are considered to be important antecedents for the successful implementation of knowledge management 
systems. Alvesson (2005) suggested that high levels of employees’ commitment to the organization contribute to 
the success of companies in generating and appropriating knowledge. Finally, Chiang et al. (2011) found that 
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organizational commitment contributes to the behaviour of knowledge sharing which is considered to be an 
important behaviour in the knowledge economies. Where a study carried before by Rocha and his colleagues in 
2008 support the above arguments and added that the levels of organizational commitment can inhibit or 
facilitate the KM processes in organizations. 

Depending on the results of this study, it can be concluded that human resource management practices have no 
direct relationship with knowledge management process. However, taking into consideration the existence of a 
relationship between human resource management practices and organizational commitment, on the one hand, 
and the existence of a relationship between organizational commitment and knowledge management process, on 
the other hand, it can be concluded that human resource management practices have a positive relationship with 
knowledge management process on a condition of having organizational commitment as a mediating variable. 
This result agrees with what was found by Chiang & his colleagues in 2011 who concluded that there is a 
positive relationship between high-commitment HRM practices and knowledge sharing mediated by perceived 
organizational support and organizational commitment. 

6. Limitations and Future Work 

The results of this study show no direct relationship between HRM practices and KM process. As mentioned 
earlier, this might be explained by the existence of other factors than human resource practices that might affect 
KM process. It might be also explained by the fact that the relationship can be motivated by the existence of 
other moderating variables like organizational commitment and support which opens the door for future research 
to be carried out on this issue.  

Also, several researchers consider the IT and its flexibility as an enabler to achieve the desired competitive 
advantages, considered as a strategic weapon, and as a crucial support to operational and strategic business 
processes (Altamony et al., 2012; Masa’deh, 2012; Masa’deh, 2013; Masa’deh, Shannak, & Maqableh, 2013). 
Further, some scholars (e.g, Shannak et al., 2010; Masa’deh & Shannak, 2012; Shannak et al., 2012; Shannak, 
Masa’deh, & Alkour, 2012; Kannan et al., 2013; Masa’deh et al., 2013) emphasize the need for large firms to 
integrate their IT systems with their KM strategies and processes in order to survive in their highly competitive 
business environments. Therefore, more research is needed to consider the specific role of KM processes on 
business performance. 

A quantitative technique (questionnaire) was used as the main method to collect the data this might be 
considered as a limitation of this study. More qualitative techniques are recommended to be used to get more 
accurate data and results to achieve the goals and objectives of this study. Finally, consultancy firms were used 
as a population to collect the data of this study from. This might cause some generalizability problems since 
consultancy firms have their own way of carrying out their business. Future research that focuses on more than 
one industry is recommended to overcome the issue of generalization.    
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