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ABSTRACT 

 
Organizational culture plays an important role in the growth and development of an 

organization, and can substantially impact organizational performance. There are many elements 
that can reflect the “soul” of an organization’s culture, and one such element is the extent to which 
employees are granted the opportunity to participate in the direction of their organization. This paper 
will explore this element by investigating the relationship between employee involvement (EI) and 
organizational productivity (OP), the latter being a form of organizational performance. The possible 
moderating effect of organizational commitment (OC) will also be considered. The four employee 
involvement elements (power, information, knowledge/skills, and rewards) will be examined, and 
propositions will be provided concerning the influence of these elements on organizational 
productivity, and the interaction between these elements and organizational commitment that affects 
organizational productivity. A conceptual model, implications, and suggestions for future inquiry will 
also be presented. 
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INTRODUCTION 

 
Organizational development (OD) and change are critical if organizations are to be successful 

and remain competitive in this era of unremitting advancement and progress. According to Beer and 
Walton (1987), increasing international competition, deregulation, the decline of manufacturing, the 
changing values of workers, and the growth of information technology have changed the concepts and 
approaches managers must use. By definition, OD comprises a set of actions or interventions 
undertaken to improve organizational effectiveness and employee well-being (Beer & Walton, 1987). 
Friedlander and Brown (1974) described it as a planned change effort where the intervention is at the 
individual, process, technological, and/or structural level. Therefore, organizational development and 
change are intertwined concepts that can involve numerous facets or components of the 
organizational system, and that have the potential to result in positive outcomes for the organization. 

 

Successfully implementing change inevitably requires encouraging individuals to enact new 
behaviors so that desired changes are achieved (Armenakis & Bedeian, 1999). The authors’ review 
mentioned behaviors, processes, practices, and attitudes that enable positive change to occur, 
including active participation by affected parties (e.g., vicarious learning, enactive mastery, and 
participative decision making), human resource management practices (e.g., selection, performance 
appraisal, compensation, and training and development programs), management of information (i.e. 
internal and external), and commitment (e.g., compliance commitment, identification commitment, 
and internalization commitment). These behaviors, processes, practices, and attitudes are reflective of 
the culture that the organization espouses. 

In these current dynamic times that require organizational development and change, culture 
plays a pivotal role in determining how well organizations perform. For example, change efforts elicit 
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improvements in performance criteria such as quality, service, productivity, profitability, efficiency, 
effectiveness, and risk-taking (Armenakis & Bedeian, 1999; Porras & Silvers, 1991). Burke and 
Litwin (1992) asserted that when management establishes a working climate of participation, coupled 
with pay for performance, positive results occur. Evidence to support this claim is provided through 
an earlier study by Rosenberg and Rosenstein (1980) as their results revealed that increased 
participative activity was associated with an increase in productivity. A literature review by Katzell 
and Guzzo (1983) revealed that OD interventions, including training and instruction activities, 
financial compensation, and decision-making techniques, frequently influence productivity 
improvement. These interventions are reflective of an organization that strives to cultivate and sustain 
a culture that values employee participation and involvement. 

One of the major indicators of operational fruition is organizational productivity. In fact, 
productivity is a standard measure often used to assess organizational performance (Newlin, 2009). 
However, productivity can be delineated in many ways. It has been defined in terms of output, sales, 
profitability, work quality, and processes completed on schedule (Culnan & Bair, 1983; Pritchard, 
1990). Another major organizational productivity indicator is absenteeism (Kyoung-Ok, Wilson, & 
Myung Sun, 2004). How productivity is measured varies based on what is important to the 
organization (Newlin, 2009). Therefore, in this paper, productivity is generally defined as increased 
value over time. This definition enables the inclusion of all the aforementioned indicators, which 
embrace both effectiveness and efficiency. 

Organizational productivity is crucial as it is directly tied to an organization’s formula for 
success (Schneider, 1995). Therefore, it is important to determine what factors influence productivity 
as organizational development occurs and interventions are introduced and implemented. 

A culture of increased employee involvement (EI) has been acknowledged as one means of 
augmenting organizational productivity. Wolf and Zwick (2008) found that employee involvement 
raised establishment productivity. Jones, Kalmi, and Kauhanen (2010) also found that participation 
had a strong positive effect on value added, with an establishment that improved its score on 
participation from the first to the third quartile, seeing its “value added” increase by five percent. 
Results also revealed that information sharing had a positive and statistically significant effect on 
value added. 

 

Another cultural factor that has been associated with organizational productivity is 
organizational commitment. There has been an explosion of interest in the concept of high 
performance-high commitment (HP-HC) work systems, of which an underlying premise is that 
superior technology, efficient task design, congruent structure and processes, and good planning are 
necessary but not sufficient for high performance, productivity, or quality (Woodman, 1989). The 
author asserted that individuals and work groups must be committed to make the  technology, task 
design, structure, and strategy work. A review by Passmore and Fagans (1992), although mentioning 
participative management as having positive effects on productivity, also referred to commitment as a 
contextual factor that determines the effectiveness of participation  in organizations. 

The literature suggests that both employee involvement and organizational commitment 
should play a role in organizational productivity. Therefore, the primary purpose of this manuscript is 
to explore the possible influence of employee involvement on organizational productivity, as well as 
to investigate the moderating effect of organizational commitment on the involvement-productivity 
relationship. 

This review is significant in that it serves as a preliminary stride to provide a theoretical basis 
and conceptual framework from which an actual study can be designed. Results obtained from the 
study can be used as organizations strive to promote development and implement cultural changes 
that would increase their productivity. If findings show that employee involvement does indeed 
influence organizational productivity, EI practices should be used within HR systems, with a focus on 
the EI elements that are shown to impact productivity most, and organizations, as a cohesive unit, 
should endeavor to promote a culture that inspires participation and involvement. Also, if 
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organizational commitment is found to be a moderator, steps should be taken to motivate employees 
to be committed to their organizations and to create a culture that embraces and encourages 
commitment. 

 
EMPLOYEE INVOLVEMENT 

 
Glew, O’Leary-Kelly, Griffin, and Fleet (1995) defined employee participation (i.e., 

involvement) as a conscious and intended effort by individuals at a higher level in an organization to 
provide visible extra-role or role-expanding opportunities for individuals or groups at a lower level in 
the organization to have a greater voice in one or more areas of organizational performance. EI 
includes four elements, namely power (i.e., providing people with enough authority to make work-
related decisions), information (i.e., timely access to relevant information), knowledge and skills (i.e., 
providing training and development programs), and rewards (i.e., providing intrinsic or extrinsic 
incentives for involvement) (Cummings & Worley, 2008; Lawler, 1986). 

Interestingly, keeping in mind that quality is an indicator of productivity, Geralis and 
Terziovski (2003) found that workforce empowerment practices that promoted employee autonomy 
substantially improved service quality in banks. Schiemann (1987) discussed how rewards determined 
by compensation and benefit policies could have a sizable impact on a number of productivity 
indicators. A meta-analysis by Guzzo, Jette, and Katzell (1985) found that training and goal-setting, 
which encompass knowledge and skills, and information respectively, were the intervention programs 
with the most powerful effects on productivity. In general, results of their meta-analysis revealed that 
participative management had quite positive effects on output (Sashkin & Burke,1987). 

 
ORGANIZATIONAL COMMITMENT 

 
Cole and Bruch (2006) defined organizational commitment as an individual’s emotional 

attachment to and involvement in an employing organization. Porter, Steers, Mowday, and Boulian 
(1974) explained that commitment is characterized by three factors, namely (1) a strong belief in and 
acceptance of the organization’s goals and values, (2) a willingness to exert considerable effort on 
behalf of the organization, and (3) a definite desire to maintain organizational membership. Therefore, 
an employee’s commitment to an organization embraces his/her bond with and responsibility to the 
organization, which pushes him/her to want to contribute to the organization and its mission. 

There are three components of commitment, namely affective commitment, continuance 
commitment, and normative commitment (Allen & Meyer, 1990; Meyer & Allen, 1991). According 
to the authors, affective commitment refers to the emotional attachment that an employee has with 
his/her organization and its goals such that he/she identifies with, is involved in, and enjoys 
membership of the organization. Continuance commitment reflects a readiness to remain with the 
organization as a result of consideration of the costs associated with discontinuing the relationship. 
Finally, normative commitment incorporates a sense of obligation to the organization as the employee 
perceives that it is his/her duty to remain loyal to the organization. 

Angle and Perry (1981) hypothesized that organizations whose members were strongly 
committed would have both high participation and high production. They also expected such 
organizations to show high levels of operating efficiency. Thus, it is logical to assert that an 
organization that fosters a climate that encourages commitment would also profit from efficiency 
benefits. Furthermore, since a climate for efficiency affects productivity (Van De Voorde, Van 
Veldhoven, & Paauwe, 2009), it is reasonable to state that commitment would indeed impact 
productivity. 
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THEORETICAL FOUNDATION 
 

Reciprocal obligations are the cornerstone of social exchange theory, which advocates that 
parties in a jointly dependent relationship give and take in a fashion that maximizes their benefits. 
Blau (1964) suggested that social exchanges may be prompted by an organization’s treatment of its 
employees, anticipating that actions by the organization would be reciprocated accordingly. When 
organizations send a signal that they value employees’ contributions and are willing to seek their 
interests, employees respond with positive work attitudes and behaviors (Aryee, Budhwar, & Chen, 
2002; Eisenberger, Fasolo, & Davis-Lamastro,1990). 

A culture that promotes employee involvement recognizes and embraces the development of 
employees, the facilitation of their informed decision-making, the sharing of power between 
management and the workforce, and the latter’s receipt of incentives for input. Therefore, human 
resource practices that encourage employee involvement can be viewed as evidence of good treatment 
and an indication that the organization does indeed value its employees and their contributions. Thus, 
according to the premise of social exchange theory, employees should react in a favorable manner 
towards the organization. For instance, Gould-Williams (2007) mentioned that employees that feel 
valued would be more willing to exert extra effort and less likely to withdraw membership from the 
organization. These potential responses certainly have implications for both organizational 
commitment and organizational productivity. The exertion of extra effort by an employee can be a 
sign of his/her commitment to the organization and can have a positive impact on productivity in 
terms of output, efficiency, quality, and other indicators. Likewise, the decision to remain with an 
organization alludes to an employee’s commitment to that organization. 

Social identity theory (SIT) is also helpful in exploring the relationships proposed in this 
manuscript. Ashforth and Mael (1989) explained that SIT incorporates a self-concept that is 
comprised of a personal identity and a social identity, with the latter enabling the individual to locate 
or define himself/herself in his/her social environment. Thus, the individual feels a sense of oneness 
with or belonging to that environment, and thus the group (or organization) with which he/she is 
affiliated. 
 
PROPOSITION DEVELOPMENT 

 
High involvement, collaboration, and participation are crucial components to managing 

human systems (Woodman, 1989). Commitment is also viewed as an important contributor that 
serves to enhance the success of sound HR practices toward the achievement of desired organizational 
outcomes. In fact, the concept of high performance-high commitment (HP-HC) work systems is often 
used interchangeably with labels such as high-involvement plants and productive workplaces 
(Woodman, 1989), alluding that there is indeed a link between involvement, commitment, and 
productivity. Considering the established connections and similarities, this paper proposes 
relationships among employee involvement, organizational commitment, and organizational 
productivity. 

 
Power 

 
In an autonomy supportive environment, significant others encourage choice and participation 

in decision-making instead of control (Deci, Eghrari, Patrick, & Leone, 1994). Autonomy support can 
have an impact on individuals’ attitudes and behavior by fulfilling their psychological need for 
competence, which encompasses their desire to produce outcomes and to understand the 
circumstances leading to these outcomes (Deci & Ryan, 1985). Therefore, an organization that 
promotes employee involvement, whereby workers have the authority and autonomy to play an active 
role in work-related decision-making, should benefit from increased organizational productivity due 
to the paradigm shift employees incur by having the opportunity to give their input. This paradigm 
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shift should be reflected in their behavior as they would consequently be more motivated to perform 
at a high standard to achieve goals that they had a part in setting. 

 
Proposition 1A: Power is positively related to organizational productivity. 

 
Proposition 1B: Organizational commitment moderates the relationship between power and  organizational 

productivity, such that the relationship is stronger when employees are more committed to the 
organization than when they are less committed to the organization. 

 
Information 

 
Timely access to relevant information allows employees to be effective and efficient self 

managers as they would have to depend less on management to perform their duties, which also saves 
time. O’Toole and Lawler (2006) mentioned information technology (IT) as one way to disseminate 
information resourcefully, and explained that quick access to needed information to manage one’s 
own processes limits the need for supervision, giving employees more control over their tasks, which, 
in turn, increases the degree to which their jobs are motivating and satisfying, and their efforts are 
productive. Thus, timely access to information should influence  productivity. 

It is also reasonable to expect an interaction between information access and commitment as a 
more committed employee should be more motivated to use the information to which he/she has 
access, in order to be more productive. Another defining characteristic of the HP-HC system is 
delegation, which entails giving responsibility for decisions and actions to the individuals who have 
the most relevant and timely information (Sherwood, 1988). One would expect that the committed 
employees would take this responsibility seriously, and use the information at his/her disposal to 
maximize desirable outcomes, including productivity. The following propositions relay the 
relationships suggested among information, organizational commitment, and organizational 
productivity: 

 
Proposition 2A: Information is positively related to organizational productivity. 

 
Proposition 2B: Organizational commitment moderates the relationship between information and organizational 

productivity, such that the relationship is stronger when employees are more committed to the 
organization than when they are less committed to the organization. 

 
Knowledge/Skills 

 
A better educated and better trained workforce can be expected to produce more efficiently 

(Prais, 1995). A pertinent example was a manufacturer of Fender guitars that was 
 

struggling to achieve acceptable quality at a reasonable cost (Moore, Blake, Phillips, & McConaughy, 
2003). The authors explained that a training program focusing on state-of-the-art manufacturing 
processes was implemented in an effort to improve productivity (including quality). The result was 
two racks a week of rejected guitars, compared with twelve racks every two days before training. 
Thus, unacceptable output that needed to be reworked or scrapped was dramatically reduced. Aw, 
Roberts, and Winston (2007) also found that exporters who invested in research and development and 
worker training had significantly higher future productivity than firms that only exported. Their 
findings supported a development process whereby firms positively impacted their productivity path 
by making investments that increased their knowledge base, and in turn, higher productivity increased 
the return to these investments which resulted in additional investments that further expanded the 
knowledge base. Therefore, human resource practices that embrace the pursuit of developmental 
activities can play a vital role in achieving organizational outcomes such as increased productivity. 

However, an employee may possess the necessary knowledge and skills to be more productive 
and to help drive organizational productivity, but lack the commitment to use his/her skills to make a 
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difference. Noe (1986) asserted that if training is to be connected to the individual’s and 
organization’s performance, employees must be motivated. Commitment is a motivational 
phenomenon (Johnson, Chang, & Yang, 2010). The authors explained that different motivations 
underlie each form of commitment. They also proposed that self-identity, a motivation-based 
variable, helped clarify differences among different types of commitment. Identification embraces a 
need for affiliation, and this need may motivate employees to commit more to the organization and 
align their behaviors (i.e., use their knowledge and skills) to benefit the organization. 

Delegation, one of the aforementioned HP-HC system characteristics, also embraces the idea 
that individuals with the most appropriate knowledge and skills should be granted responsibility for 
decisions and actions (Sherwood, 1988). Proper application of delegation should also develop 
employees’ knowledge and skills, as well as their self-confidence and commitment (Vinton, 1987). 
Vinton (1987) explained that commitment may be developed and maintained through delegation by 
conveying a feeling of personal importance by being considered productive and valuable to the 
organization, and by creating an experience in a cohesive group with positive feelings toward the 
organization. Both help employees to identify with the organization, and to have more of a desire to 
reciprocate by using their knowledge and skills to help the organization achieve its performance 
goals. Therefore, the attainment of relevant knowledge and skills may interact with employee 
commitment to influence organizational productivity. The following propositions convey the links 
proffered among knowledge/skills, organizational commitment, and organizational productivity: 

 
Proposition 3A:  Knowledge/skills is positively related to organizational productivity. 

 
Proposition 3B: Organizational commitment moderates the relationship between knowledge/skills and 

organizational productivity, such that the relationship is stronger when employees are more 
committed to the organization than when they are less committed to the organization. 

 

Rewards 
 

Research has consistently linked rewards to productivity. For instance, Blinder (1990) 
described how incentives like profit sharing and employee stock ownership plans may enhance 
motivation and increase productivity. However, for a strong reward system, the incentives themselves 
must be desirable to organizational members, and a clear connection is required between productivity 
and obtaining the incentive (Pritchard, 1990). Therefore, the reward for involvement must be 
sufficiently attractive to the employee to motivate him/her to reciprocate with behaviors conducive to 
productivity gains. Also, the necessary criteria for earning these incentives must be explicit and 
unambiguous, and understood by all. 

Although there is inconsistency as regards which HR practices should be classified as “high-
commitment,” employee involvement schemes and performance contingent reward packages are 
prominently featured (Gould-Williams, 2007). Bonus and financial incentive programs have become 
very popular tools to motivate employees (Schiemann, 1987). The author explained that rewards can 
increase employee commitment and reduce turnover, thus increasing overall productivity and 
improving the bottom line. Pritchard, Jones, Roth, Stuebing, and Ekeberg (1988) asserted that the 
mechanism by which productivity increases is primarily a motivational one as increased motivation 
means that personnel would exert more effort and be more persistent in their efforts. Efficiency would 
increase because efforts would be more directly related to organizational objectives and there would 
be more effective cooperation to meet objectives. Rewards may serve as this mechanism. Thus, an 
interaction between rewards and commitment to influence productivity is quite possible. The 
following propositions reflect the associations put forward among rewards, organizational 
commitment, and organizational productivity: 
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Proposition 4A: Rewards is positively related to organizational productivity. 

 
Proposition 4B: Organizational commitment moderates the relationship between rewards and organizational 

productivity, such that the relationship is stronger when employees are more committed to the 
organization than when they are less committed to the organization. 

 
 

DISCUSSION AND CONCLUSION 
 

Evidence suggests that expedient performance outcomes are the result of an organization’s 
culture of participation and involvement, and its inclination to use HR practices that mirror this 
culture, and indicate that the organization values employees and their input. For example, Arthur 
(1994) found that practices that emphasized the development of employee commitment resulted in 
higher productivity than practices that were more control oriented. The author also asserted that these 
“commitment” human resource systems were characterized by higher levels of employee involvement 
in managerial decisions, formal participation programs, and training in group problem solving, as well 
as higher percentages of average wage rates. 

Commitment can be an exchange commodity; people are likely to become committed to an 
organization when they feel that the organization is committed to them (Fuller, Barnett, Hester, & 
Relyea, 2003). Martin, Parsons, and Bennett (1995) found that employees who were members of 
employee involvement programs reported higher levels of organizational commitment than non-
members, even after being discharged or laid off. This kind of strong commitment can certainly be an 
asset to an organization. If channeled in the right direction, it can greatly influence productivity as 
well as other organizational outcomes. According to the research, both involvement and commitment 
seem to go hand in hand, and main effects as well as interaction effects between them can be expected 
to influence productivity 

 
IMPLICATIONS AND DIRECTIONS FOR FUTURE INQUIRY 

 
Employee involvement and organizational commitment are cultural constructs that both have 

implications for human resource management practices, which do impact performance in general, and 
productivity in particular. Research has shown that providing employees with opportunities to 
participate in work-related decision-making, to access relevant information, to gain appropriate skills, 
and to earn suitable incentives enhances productivity. Research has also shown that employees’ 
commitment to their organization can induce behaviors that positively influence organizational 
productivity. Therefore, while also taking other organizational factors such as strategic goals and 
other cultural elements into account (e.g., people orientation, aggressiveness/competitiveness etc.), 
human resource management practices that promote employee involvement and foster organizational 
commitment should be embraced in an attempt to boost organizational productivity. 

Since HR practices are often reflective of organizational culture, implications for HRM should 
be addressed. Empirical research on the productivity impact of HRM has been relatively sparse 
(Jones, Kalmi, & Kauhanen, 2010). Therefore, much can be gained from the investigation of EI 
dimensions (i.e. power, information, knowledge/skills, and rewards) separately and in an HRM 
context. For instance, research should be conducted to determine which HR practices associated with 
each dimension are most effective as regards increasing productivity. Also, researchers should 
consider that employee involvement dimensions, and EI on the whole, may be differentially related to 
various productivity outcomes (e.g., output, sales, and quality). Likewise, different components of 
commitment (i.e. affective, continuance, and normative) may relate more or less strongly to different 
productivity outcomes. Further inquiry into these notions would be useful. 

Future research should also address additional moderators that can potentially impact the 
involvement-productivity relationship, especially personality constructs, which tend to influence both 
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employee involvement and organizational productivity. For instance, Organ and Lingl (1995) asserted 
that employees high in conscientiousness have a greater inclination to be involved in the workplace 
and to perform better than the employees that are low in conscientiousness. Other trait, as well as 
state factors, should be investigated to shed more light on the moderating variables involved in the 
relationship. 

Examination of the literature has revealed concerns about negative issues like stress, which 
affect employees, and by extension, their satisfaction, motivation, commitment, and productivity. 
This, in turn, affects the productivity of the organization as a whole. Thus, additional research should 
also explore the role of a “healthy” workplace as it relates to the model presented in this article. 
Grawitch, Gottschalk, and Munz (2006) identified employee involvement as one of five healthy 
workplace practices that influence employee well-being (including commitment) as well as numerous 
organizational improvements (including productivity). Some more attention should be focused on 
novel and innovative organizational practices that are conducive to employee well-being, as they can 
be instrumental in achieving desirable organizational outcomes. 
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