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Abstract: The purpose of this article is to reveal whether there are any relationships between 
the components of people management, the dimensions of the employees’ commitment and the 
socio-demographic characteristics of the interviewees. Furthermore, it is also the goal of this 
article to find out if there are any correlations between the two areas mentioned above. To carry 
out our research, we performed a primary examination among the students of the Faculty of 
Economics and Social Sciences at the Eszterházy Károly University in Eger, Hungary. The ques-
tionnaire was filled out by 410 people. We applied several mathematical and statistical methods 
to analyze the data. We can conclude from the results that the respondents’ age, position and the 
size of their salaries are in relation to the judgment of people management and the extent of their 
commitment. In addition, people management is related to the size of the organization and the 
commitment is related to the time of employment. During our examinations to reveal the relation-
ships between these two areas, it also turned out that all four components of people management 
are in connection with the affective, normative, professional, team-oriented and career-oriented 
types of commitment. 
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1. INTRODUCTION

Researchers and professionals have been studying the employees’ commitment for decades now. 
Years ago, when the economic environment was characterized by labor shortage, this was an 
especially popular field of research. The key question is what sort of workplace environment is 
needed for the organizations to be able to retain their current labor force so that the labor shortage 
would not impede their economic performance. Therefore, our examinations were focused on the 
effects the organizational environment, the processes and the systems have on the employees’ 
commitment. The literature defined the precise content of people management only a few years 
ago. This includes the HR practices and their enforcement by managers; it is more and more 
common that the authors studying organizational psychology and management do not examine 
only one function and its effects but they explore the relationships and consequences of complex 
systems and phenomena. Since the new people management is still a scarcely examined field, we 
thought that it was important to reveal its correlations with the employees’ characteristics and the 
relationship with the employees’ commitment. 

2. THE CONCEPT OF THE EMPLOYEES’ COMMITMENT  
AND THE RELATED RESEARCH

Researchers have been actively studying the employees’ commitment since the 1960s. According 
to Becker (1960), the committed conduct develops because the employees realize the losses they 
would suffer if they left the organization and in order to avoid such losses, they maintain their 
committed conduct. The consideration and judgment of the losses are influenced by several fac-
tors (Parsons 1964), and the early studies related the employees’ personal characteristics (Hrebin-
iak 1971; Hrebiniak – Alutto, 1972), the type of work the employees were doing (Argyris, 1964; 
Grusky, 1966; Thornton, 1970) and the particular features of their workplaces (Hall – Schneider, 
1972; Dubin et al., 1976) to the extent of their commitment. 

Beyond the personal characteristics, the type of work and the organizational factors, the research-
ers started to examine the emotional dimensions of the employees’ commitment and they tried to 
explore these along the organizational integration (Smith et al, 1983). At that time, the commit-
ment examinations were primarily based on the aspect of emotional identification and later they 
revealed the relationship with several variables, like some factors of the employees’ satisfaction 
with their work (Mowday et al. 1982; Gerhart – Judge, 1991); or workplace ethics and the role of 
one’s work in one’s personal life or one’s commitment to the trade unions (Morrow, 1983).

Regarding the employees’ commitment, the researchers later found out that the employees’ com-
mitment to their organization can develop not only emotionally but it can also be affected by other 
factors and circumstances. One of the related theories was devised by Allen and Meyer (1990). These 
two authors created the so-called three-component model of commitment: 1. affective commitment, 
one is committed to the organization emotionally, 2. continuance commitment, one is attached to the 
organization because this is the best for the individual for some reason and 3. normative commitment, 
one feels morally obliged to maintain their membership in the organization (Allen – Meyer, 1990).

The two authors found that all three components have a negative correlation with the employees’ 
intention to quit but the affective commitment has the strongest and most favorable correlation 
with the factors which are the most relevant from the viewpoint of the organization and are im-
portant from the employees’ viewpoint (Meyer et al. 2002). Thus, the emotional commitment 
can be regarded as the most valuable organizational conduct. This means an emotional relation-
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ship which is by all means beneficial for the organization (Wasti, 2003). Apart from these three 
components of commitment, the literature also mentions the professional commitment, the ca-
reer-oriented and the team-oriented commitments. These types of commitment do not describe 
the employees’ commitment toward the organization. These types of commitment rather express 
the individual’s identification with their chosen profession and their professional community. The 
professional commitment can be defined as a conduct where the individual is able to identify 
themselves with their chosen profession, they accept the professional goals and the ethical norms 
(Mueller et al. 1992). The commitment to one’s career is characterized by one’s identity aware-
ness, their conviction improvement and the strong participation in one’s own active career activi-
ties. In other words, this is the individual’s commitment toward a career goal (Colarelli – Bishop, 
1990). The team-oriented commitment is the individual’s commitment toward the goals of the 
professional workgroup and the values they represent. Therefore, there is some contrast between 
the career-oriented and the team-oriented commitments since the individual seeks to achieve their 
own career goals or the goals of their workgroup (Ellemers – Gider, 1998).

The content of people management 

The concept of people management is quite difficult to define. The related literature defines it 
as the human resources functions and policies and their enforcement by lower-level managers 
(Caulkin, 2001). These two things must go together since it can be proven that a strong HR system 
combined with good leaders can create stronger relationships between the HR management, the 
workplace atmosphere and the employees’ performance than these factors separately (Bowen – 
Ostroff, 2004). The correlation between people management and the workplace performance has 
already been revealed by several researchers. Marchington – Wilkinson (2002) note that between 
the beginning of the 1990s and the beginning of the 2000s more than 30 papers were published in 
the US and the UK which confirm the positive correlation between people management and the 
organizational performance. The authors found that well-functioning people management affects 
all organizations beneficially, regardless their size, activity and national culture. 

The significance of people management is pointed out even by the Leader-Member Exchange Theo-
ry (LMX). According to this theory, the quality of the LMX connection and the appreciation of the 
leader as a human being contribute to the strength of the HR processes (Graen – Uhl-Bien, 1995). 

However, people management is not a popular field of research among the experts studying organ-
izational psychology and HR. It might come from this that the authors have reached an agreement 
on the precise content of people management only in the past years (Table 1).

Table 1. A conceptualization of people management

People management
Implementation of HR practices Leadership behaviour

General practices Tailor-made 
arrangements Support of commitment Support of career 

development

Source: Author’s own compilation, based on Knies et al. (2017)

According to the literature, the following HR functions belong to the general practices:
• training and development,
• transition to another job,
• appraisal,
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• compensation and benefits,
• changes in job design (e.g. changes in tasks, career advice),
• vitality (e.g. prevention and health),
• work-life balance (e.g. flexible hours, leave, working from home). 

Tailor-made arrangements mean those activities of the immediate superior where the individual 
living conditions, the status and needs of the employees are taken into account. The support of 
commitment is the interest (employee-centeredness) the immediate superior shows toward the 
employees, while the support of career development means the superior’s attention toward the 
development of the employees’ careers (Knies et al., 2017).

3. CORRELATIONS BETWEEN THE EMPLOYEES’ COMMITMENT  
AND PEOPLE MANAGEMENT

The connection between the components of people management and the employees’ commitment 
was proven by Knies – Leisink (2013). According to their results, there is a positive connection 
between the commitment and the general HR practices, the tailor-made arrangements and the 
support of commitment components of people management. The authors used the Allen-Meyer 
(1990) scale of commitment measurement but they related people management only to the emo-
tional commitment. With reference to the work of Ellemers – Gider (1998)2, they did not measure 
the employees’ commitment to the given organization but the commitment to the workgroup. 
Thus, the word ‘organization’ was replaced with ‘team’ in the measurement scale.

4. METHODOLOGY

In order to reveal the connection between people management and the dimensions of commitment, 
we conducted primary examinations among the students of the Faculty of Economics and Social 
Studies at the Eszterházy Károly University. We sent out the questionnaires online to the students of 
the faculty and also to the participants of professional trainings organized by the faculty. The data 
were recorded in September and October 2019. The respondents answered the questions related to 
people management and organizational commitment on a scale of 1 to 6 (1 = not at all, 6 = totally). 
The statements on people management were examined with the help of (Knies et al. 2017), while the 
items on organizational commitment were examined along the Allen- Meyer’s (1990) model’s affec-
tive continuance and normative commitments. We also used the findings of Ellemers – Gider (1998) 
on the career-oriented and the team-oriented commitments and the findings of Aranya et al. (1981) 
on professional commitment. The measurement tools were translated into Hungarian in accordance 
with the scientific standards. The basic statistical population is 410 individual tests. By combining 
the questions on people management and the dimensions of commitment, we created new variables. 
After taking the correlational coefficients into account, we found that these new components (which 
were combined after averaging the values given to the questions) were suitable to describe people 
management and the commitment. We applied the methods of descriptive statistics (frequency and 
average) in our analysis. To reveal the correlations between people management and the dimensions 
of commitment we used Spearman’s rank correlation test. To reveal the connections with the so-
cio-demographic variables, we performed non-parametric tests (Mann-Whitney and Kruskal-Wallis). 
We considered the results of the statistical tests significant at the value of p<0,05. Regarding the sex 
of the employees involved in the research, we can state that 69.3% of them (284 people) were women 
and 30.7% were men (126). According to their ages, 5.6% of them (23) were born between 1946 and 
2 According to Ellemers – Gider (1998), the commitment to the workgroup affects the employees’ intention to quit 

at a greater extent than the affective commitment to the organization.
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1964 (baby boomers), 38.3% (157 people) were born between 1965 and 1979 (generation X), 47.6% 
(195 people) were born between 1980 and 1995 (generation Y), 8.5% (35 people) were born after 1995 
(generation Z). As for their qualifications, 2.7% of the respondents (11 people) have completed the 
elementary school, 39.5% (162 people) have completed the high school and 57.8% of them (237 people) 
have completed higher education. 15.6% of the respondents (65 people) had been working for less than 
3 months, 21.2% of them (87 people) had been working for 3 months to 1 year, 22.4% of them (92) had 
been working for 1 to 3 years, 40,5% of them (166 people) had been working for 3 to 6 years at their 
current workplaces. The sample did not include the individuals working for the same organization for 
more than 6 years. According to the answers, regarding the judgment of their salaries and compared to 
similar workplaces, 14.6% of them (60 people) consider their salaries to be above average, 69.3% (284 
people) think their salaries are average, while 16% (66 people) consider their salaries to be below aver-
age. Almost a quarter of the respondents (24.6%, 10 people) work in managerial positions, about three 
quarters of them (75.4%, 309 people) are employees. Most respondents (51.2%, 210 people) work for 
large businesses, many of them (26.8%, 110 people) work for medium-sized businesses and only a few 
of them (12.7%, 52 people work for small businesses and 9.3% (38 people) work for micro businesses. 

5. RESULTS

The answers given to the questions on people management yielded a strongly average value (Fig-
ure 1). The lowest value (2.99) was given to the questions on supportive HR practices, while 
the questions on the tailor-made arrangements and the support of the employees’ commitment 
received the highest values (3.91).

Figure 1. The average values given to the questions of people management 
Source: Author’s own compilation based on own examinations, 2020

The low value for the supportive HR practices might be explained with the fact that in Hungary 
(in contrast with the US or other European countries), the rate of companies with no HR staff at all 
is quite high. Also, Hungary is quite behind other countries regarding HR policies and strategies 
(Kovács, 2017).

During the detailed examinations, it turned out that there are significant differences in the judg-
ment of people management according to the individual socio-demographic variables. The 
non-parametric tests showed differences in case of the respondents’ sex, position, salaries and the 
size of the organization they work for.

According to our analyses, the older age group the respondents belong to, the more critical they 
are toward the HR practices. It might be so because most of the older respondents (baby boomers 
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and generation X) have already reached the highest point in their careers and they regard the var-
ious HR activities less supportive. Those in managerial positions have a more direct experience 
in their immediate superiors’ commitment and career-developing supportive activities than the 
employees (probably due to their high positions). Those who have higher salaries are also much 
more satisfied, they gave much higher average scores (p=0,000) regarding all four people man-
agement components. We think it is interesting that the larger a business is, the lower the scores 
are regarding the tailor-made arrangements and the committed conduct (in case of the latter one, 
the Kruskal-Wallis test did not show any significant differences along the group-forming factor); 
however, the results of the average examinations show that the employees gave different scores 
regarding the activities which support commitment: 4.34 in case of the micro businesses, 4.02 
at the small businesses, the medium-sized businesses gave 3.98 and the large businesses yielded 
3.80). The background of these results might be that with a smaller number of employees, the 
employees’ individual requests receive much more attention. Also, it is easier to form the employ-
ees’ emotional commitment toward the organization in a more familial atmosphere. The average 
scores for the dimensions of commitment are shown in Figure 2.

Figure 2. The average scores given to the questions on the dimensions of commitment 
Source: Author’s own compilation, based on own examinations, 2020

Regarding the average scores of the various dimensions of commitment, the team-oriented one 
received the highest score (4.40), the next one is the professional commitment with 4.12, then 
the affective one with 3.75 and then the career-oriented commitment with 3.40. The normative 
component received 3.28 and the continuance 3.20. In the three-component model, the affective 
component is considered to be the most valuable one. In view of this, our results are positive. 
However, the high score for the professional commitment makes the whole picture look different. 
According to Kallerberg – Berg (1987), there is a contrary relationship between the professional 
commitment and the commitment toward the organization. 

According to our detailed examinations on commitment, there is a correlation between the re-
spondents’ age group, their time of employment, position and salaries and the average scores of 
the dimensions of commitment. 

The age-related results have confirmed the findings of other authors. The higher the age is, the 
higher the scores are for the normative, affective and professional components, while the scores 
for the career-oriented commitment are lower (Meyer – Allen 1984; Miner 1993, Ellemers – 
Gider, 1998). In case of the time of employment, we can state that the longer the respondents are 
employed, the stronger the respondents’ affective, continuance and normative commitments are. 
It might be explained with the fact that as time passes, the commitment toward the organization 
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becomes stronger. Our calculations show that managers have higher affective, normative, profes-
sional and team-oriented commitments. This partly confirms the results of earlier examinations 
(Liou – Nyhan, 2003), the higher team-oriented commitment might come from the responsibilities 
of the higher positions. The salary-related examinations show that the respondents with above av-
erage salaries have stronger emotional, normative, professional and career-oriented commitments 
than those who have average or below average salaries. This result is completely in agreement 
with the results of other authors (Rizqui – Saptoto, 2015; Mosadeghrad – Ferdosi, 2013; Lipinsk-
iene, 2008; Wang et al., 2010; Ellemers – Gider, 1998).

The correlation coefficients describing the connection between the components of people man-
agement and the dimensions of commitment are shown in Table 2. 

Table 2. Correlation coefficient values between the components of people management  
and the dimensions of commitment

Affective Continuance Normative Professional Career-
oriented

Team-
oriented

Tailor-made 
arrangements 0.362 -0.030 0.282 0.254 0.069 0.089

Support of 
commitment 0.475 0.049 0.359 0.361 0.210 0.273

Support of career 
development 0.455 0.074 0.363 0.375 0.259 0.292

Supportive HR 
practices 0.469 0.005 0.381 0.311 0.244 0.211

Source: Author’s own compilation, based on own examinations, 2020

According to our results, the components of people management and the affective, normative, pro-
fessional, career-oriented and the team-oriented dimensions of commitment are also connected. 
We found the strongest connection in case of the affective commitment which is best correlated 
with the HR practices and the manager’s activities supporting commitment and career develop-
ment (as we mentioned before, the affective commitment is the most beneficial for the organiza-
tion among the three components of the model). Although the connection is not so strong, the nor-
mative and professional dimensions of commitment are also in connection with the components of 
people management. This might mean that the manager’s supportive conduct and the well-func-
tioning HR practices might strengthen the employees’ commitment toward the organization and 
their profession not only emotionally but also morally and professionally. It is a favorable result 
that the continuance commitment does not have any connection with any of the people manage-
ment components, since the employees with high continuance commitment would immediately 
quit for a better job opportunity. It is interesting that the correlation coefficients are almost the 
same in case of the support of career development, the career-oriented and the team-oriented com-
mitments. This indicates that the support of career development does not exclusively mean higher 
career-oriented commitment but it might result in stronger team-oriented commitment as well.

6. CONCLUSION

This article examines the people management components and the dimensions of the employees’ 
commitment. Our people management-related results point out in general that the organizations our 
respondents work for should have more supportive and more professional HR practices. It would be 
worth putting more emphasis on generation management as well. The organizations should create 
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processes and tools which could make HR activities more friendly for the older generations (e. g. a 
system of sharing knowledge within the organization, mentoring programs, integrating the financial 
and moral appreciation of the employees’ loyalty into the company’s incentive system etc.). In addi-
tion, it would be reasonable if the managers at large companies paid more attention to the activities 
supporting the employees’ commitment and their individual living conditions and circumstances. 
This could be done by reducing the managers’ burden of work and by creating smaller workgroups. 
The results of our commitment-related examinations have mostly confirmed the results of previously 
conducted studies in this field. We have found correlations between the respondents’ age groups, 
time of employment, positions and the amount of their salaries and the average scores of the various 
commitment dimensions. As we have experienced, the younger generations need a different kind of 
commitment-supporting circumstances and activities than the older generations. As the employees 
spend more time with the same organization, their intention to leave decreases. The employees’ 
commitment can also be increased in a more direct way, by promoting them to higher positions or 
by raising their salaries. We managed to prove the correlation between the components of people 
management and the dimensions of commitment. By surpassing the findings of Knies – Leisink 
(2013), we can state that in our sample, people management is connected to not only the affective 
commitment but it is also related to the normative, professional, team-oriented and career-oriented 
commitments. The well-organized human resources management and its enforcement by lower-level 
managers may greatly contribute to the high level of the employees’ commitment. Thus, it is worth 
putting more emphasis on the functions and activities and continuously reviewing their efficacy. 

One of the limitations of our research is the non-representative sampling. It would be reasonable to 
explore the sectoral characteristics of people management and to examine the factors affecting them.
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