
COMPONENTS  OF HIGH COMMITMENT HRM 
· Employment security and internal labour markets
· Selective hiring and sophisticated selection
· Extensive training, learning and development
· Employee involvement, information sharing and worker voice
· Self-managed teams/teamworking
· High compensation contingent on performance
· Reduction of status differentials/harmonization

Employment security and internal labour markets
Pfeffer (1998) regards employment security as fundamentally underpinning the other six HR practices, principally because it is regarded as unrealistic to ask employees to offer their ideas, hard work and commitment without some expectation of employment security and concern for their future careers. The contribution a positive psychological contract makes to open and trusting employment relationships (Holman et al 2003), and the notion of mutuality that is seen as a key component in partnership agreements both relate to this. For example, whilst the partnership agreement at Borg Warner does not contain an explicit statement about employment security, both managers and shop stewards from the company recognise that  the plant could not have stayed open without employee support (Suff and Williams 2003,  p39).

There are obviously limits to how much employment security can be guaranteed. It does not mean that employees are necessarily able to stay in the same job for life, nor does it prevent the dismissal of staff who fail to perform to the required level. Similarly, a major collapse in the product market that necessitates reductions in the labour force should not be seen as undermining this principle. The most signiﬁcant point about including employment security as one of the high commitment HR practices is that it asserts that job reductions will be avoided wherever possible, and that employees should expect to maintain their employment with the organisation – if appropriate through internal transfers. Employment security can be enhanced by well-devised and forward-looking systems of human resource planning and an understanding of how organisations may be structured to achieve ﬂexibility. It is perhaps best summed up by the view that workers should be treated not as a variable cost but as a critical asset in the long-term viability and success of  the organisation. Indeed, there is also a business case for employment security. As Pfeffer (1998, p66) notes, laying people off too readily ‘constitutes a cost for ﬁrms that have done a good  job selecting, training and developing their workforce . . . layoffs put important strategic assets on the street for the competition to employ’.

The deﬁnition and measurement of employment security has varied considerably, to a large extent depending on whether information is sought about policy or practice. For example, Wood and Albanese (1995) include three measures in reaching their assessment of employment security: a policy of no compulsory redundancy; the use  of  temporaries primarily to protect the core workforce; and an expectation on the part of senior managers that new employees will stay with the ﬁrm until retirement.  Delaney  and  Huselid  (1996) asked managerial respondents about ‘ﬁlling vacancies from within and creating opportunities for internal promotion’ as a proxy for employment security. Guest et al (2000a) use the presence or absence of a ‘job security guarantee for non-managerial employees’, ﬁnding  that this is only reported by a very small number of workplaces – 5 per cent in the private sector, 15 per cent in the public. Guest et al (2003) ask a mix of questions about internal labour markets and organisational commitment to employment security, as well as enquiring about whether or not compulsory or voluntary redundancies have occurred in the last three years. Over half of these organisations acknowledged that compulsory redundancies had taken place during this period.
.
Some Statements 

Inland Revenue
‘The Inland Revenue is committed to avoiding compulsory redundancies except as a very last resort, and one which it will do its utmost to avoid.’

The Co-operative Bank
‘to jointly recognise that effective use of the revised organisational change process (agreed with UNIFI) will require continued commitment to maintain an approach which keeps the number of redundancies to a minimum and achieves redundancies on a voluntary basis, as far as possible.’

Welsh Water
‘Partnership gives employment security – in these days of rapid change it is impossible to give a guarantee of job security – that is, doing the same job at the same location doing the same things. But it does mean that permanent staff who want to continue working for the company can continue to do so providing they understand their obligations – to share responsibility for continual improvements in meeting business objectives and providing  the highest levels of customer service.’

BMW Hams Hall
‘The company and the trade union ofﬁcers . . . both seek to establish a productive and harmonious relationship between the parties. Job security, prosperity and development depend upon the company continuing to grow and be successful. Both parties recognise the objective is to achieve long-term prosperity.’


Questions
To what extent do you think that employment security is an important aspect of work? Justify your answer.

How does it give an indication to workers that they are being treated properly by employers?


