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ABSTRACT

Innovation capacity is one of the essential elements that ensure sustainability of the organizations.
Organizations need to be creative and innovative so as to put products and services to market by forecast-
ing customer needs to get competitive advantage in a rapidly changing business environment. Businesses
that are more pioneering in innovation will be more successful if they can respond to changing envi-
ronmental conditions and develop new capabilities that will allow them to deliver better performance.
Innovation helps businesses to reduce costs, improve performance, and create new products and services
to increase their competitiveness. Scholars contend that the development and implementation of human
resource management is critical to benefit such essential employee contributions.

INTRODUCTION

The shifts brought by the trends such as globalization, technological developments and knowledge based
economy, and the pace of these shifts expose today’s businesses to ever-increasing pressure to be more
innovative (Chan Kim & Mauborgne, 2005). The wishes and expectations of consumers are constantly
changing and becoming more complex. Products known as state-of-the-art are either suddenly abandoned
by technology developed by agile entrepreneurs or live a very short life (Miller & Keoleian 2015). In
order to be able to adapt to these conditions, more and more companies have to fight harder and it is
vital for businesses to be able to respond to expectations on time and in an complete manner. (Dess &
Picken, 2000).

After 1990s, as the role of the HR managers in the organization expanded, HR managers were in-
cluded in the enterprise strategic planning processes. The most important reason for this development
is the fact that HR managers made significant contributions to the improvement of the organization and
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to create organizational competences and willingness and determination of HR mangers in undertak-
ing strategical roles and creating their own plans and assessments as strategical planners. (Dede, 2018)

Human resources management departments are not responsible for innovations such as direct product
development, process development or technology development in enterprises. But they can influence the
innovation performance of the company positively or negatively as a formative, or as a practitioner of
organizational policies. As a matter of fact, Huselid, Jackson and Schuler (1997) have defined “human
resources management” as “strategic” and as the design and realization of internally consistent policies
and practices that provide human capital and help to achieve firm objectives.

BACKGROUND

Studies on creativity and innovation in the field date back to 1940s and from 1940s to the present date,
the aim to determine under which conditions creativity can be achieved and factors affecting innovation
and innovation performance has been one of the most crucial issues in the field of management (Roth-
well, 1992; Xu, Chen, Xie, Liu, Zheng & Wang, 2007).

The fact that many factors both inside and outside of the organization affect innovation performance,
and because of the issues’ multidimentional structure, from many aspects of life such as innovation
economy, business, management, industrial psychology, sociology and marketing, countless lots of
researchers and authors have been affected while interest in HRM started much later.

In the period up to the 1990s, in order to improve innovation performance, employees in the literature
on Business and Management were seen as important assets in this process and proposals were made for
employees. However, they did not go beyond being the tools used in the innovation process.

Up to 20 Until now, apart from just few researchers who mentioned the need for HR policies as an
enterprise strategy regarding innovation, there were no studies on HRM-innovation relationship (Miles
& Snow, 1984; Schuler & Jackson, 1987).

Schuler and Jackson (1987) citing Porter, argued that a firm should follow one of its innovation,
quality improvement and cost reduction strategies to gain competitive advantage. The authors have
stated that all three strategies must demonstrate employees with specific skills and their different role
behaviors. According to competitive strategies, Miles and Snow (1984) apply firms are divided as the
ones implementing defensive strategies, implementing leading strategies, and firms implementing analyst
strategies. Researchers likewise argued that each type of strategy would need organizational and human
resources and policies to be managed and regulated in a manner appropriate to it.

However, much attention has not been paid to HR policies for innovation in their work-the conversion
to specific HR practices or the consequences of these policies to “organizational innovation”.

What lies beneath handling HRM practices as a systems is the aim to increase the performance and
organizational commitments of employees by directing their positive work attitude and behaviors effectively.
For this reason, some HR activities sets systems are proposed in the literature for the implementation of
HR practices in companies by bringing together a set of HR activities as the best practices of the HR. It
is thought that these two systems will provide effective results with organizational output by increasing
the skill, motivation of the employees and providing the opportunities that the employees can contribute.

Researchers show that high commitment work systems (HCWS) have a positive effect on various
attitudes and behaviors. However, it is seen that these studies have produced different conclusions about
whether high commitment work systems directly affect attitudes and behaviors or not. No consensus has
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been reached in the literature as to whether the perceived high commitment work systems and innova-
tive work behavior are directly related or not and which mediating and moderating variables play a role
in this relationship. Researchers present different approaches, assumptions, and suggestions regarding
these relationships. In this study, a conceptual framework on how the high commitment work system
can affect employees’ innovative work behavior through the influence of employees on the ability-
motivation-opportunity and organizational commitment levels will be discussed. In addition, related
proposals will be made regarding mediating-moderating variables which are expressed as black box of
HRM in relation to HCWS- innovative work behavior.

This study fills an important gap in the literature with regard to the introduction of HRM practices that
support individual creativity and innovative work behavior. To have a clear understanding of innovation
management, it emphasizes the relationship human resource management and innovative organizations.
The relationship between HRM and employees’ innovative behaviors at individual level are among the
subjects this study will examine in addition to the focus on HRM practices. This chapter also shows
the basic literature relevant to the concept of human resource management and innovation management
and discusses the connections and discrepancies discussed by existing researchers and their empirical
findings to emphasize this relationship.

In this study, in order to strengthen the theory of high commitment work systems-innovative work
behavior relationship, issues in the literature such as resource-based theory, universalistic theory, con-
tincency theory, AMO model, the best HRM practices, high commitment work systems, social exchange
theory, organizaitonal commitment will be given.

Under the light of the above evaluations, it is expected that the work will contribute to researchers in
HR and innovation management and practitioners in the sector explaining the high commitment work
system and its impact of employees on the innovative behaviors and the reasons of this impact.

STRATEGIC HUMAN RESOURCE MANAGEMENT AND
HIGH-COMMITMENT WORK SYSTEM (HCWS)

Quinn, Anderson & Finkelstein (1996), stated that having intellectual assets within the new economic
structure, managing human and intellectual capital and directing them in line with enterprise aims is the
most significant competency. Recently, it is seen that in HRM literature, high interest in HRM-Organiza-
tional Performance (OP) relationships has shifted to HRM-Organizational Innovation Performance (OIP)
relationship and its results (Shipton, West, Dawson, Birdi, & Patterson, 2006; Beugelsdijk, 2008; De
Winne & Sels, 2010). The interest in HRM-Innovation Performance (OIP) relationship at organizational
level has accelerated after researchers and authors have reached a consensus on the effect of Innovation
Performance (OIP) on Organizational Performance (OP).

In this context HRM applications have begun to be studied both at the organizational level (OIP)
and at the individual level in terms of their impact on innovative work behavior IWB) performance. It
is stated that HRM-OIP organizational innovation performance relationship is studied more at organi-
zational level but ignored at individual level (IWBP).

In the next part of the study, Soft and Hard Models of Human Resource Management, Resource- Based
Theory, Universalistic Perspective of HRM, Contingency Perfectives of HRM, Strategic Fit which form
the theoretical sub-structure of HRM- innovative work behavior relationship and some important HRM
approaches and assumptions will be tried to be explained.
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Strategic Human Resource Management

Wright and McMahan (1992) describe Strategic Human Resource Management (SHRM) as planned
HRM activities that are implemented to enable the business to achieve its objectives. According to Tyson
(1995), strategic human resources management is to manage human resources processes in accordance
with the strategy determined by the business as a management process that enables business strategies
to be realized more effectively.

Schuler and Walker (1990), on the other hand, consider SHRM as a tool for integrating human re-
sources management activities and its processes into operational strategies; and human resources strate-
gies as the plans, the programmes, the body of trends which HR and department managers share in order
to meet the human capital who can meet the future needs shaped by the shifts around the organization.

Soft and Hard Models of Human Resource Management

The soft view of HRM as “human management” was introduced in 1984 by Beer, Spector, Lawrence,
Mills and Walton at Harvard University. Unlike hard HRM approaches, according to this model, hu-
man resources are the most important assets of the business, not the variable costs, and the employees
are important sources of competition. The soft model emphasizes the individuals, the self direction of
individuals, and centralizes commitment, trust and self-regulated behavior of employees. The assump-
tions about the nature of the human potential are based on the theories of organizational behavior put
forward by Maslow and Herzberg. In this approach, HRM departments should undertake coordination
tasks to ensure that the vision and mission of the top management are shared by employees and pro-
vide a high degree of commitment to the firm, competent and motivated workforce output. Approach
emphasizes the importance of responsibilities that line managers must undertake in activities related
to HRM (providing motivation for employees, improving training, managing performances, increasing
employee participation and positively promoting perceived organizational support) and of cooperation
between HR managers and line managers. Another important of the Flexible Approach is the fact that it
points to the importance of employees’ commitment to the business and to the role of the HR managers
in increasing employees’ commitment to the business in order for organizational aims to be successful at
operational level (Baird & Meshoulam 1988; Mabey & Salaman, 1995; Dede 2007). advocate that HRM
should focus on employee participation, ensuring the continuity of human resources, the reward system
and the working environment in order to regulate the relationships between business and employees.

Universalistic Perspective of HRM

The researchers who suggest universalist theory (Becker and Gerhart, 1996, Delery and Doty 1996;
Huselid, 1995; Osterman, 1994); claim that some HRM applications, called “best human resources
practices,” are more likely to create more effective results in organizational performances. According to
the principles of the approach, some HRM activities are always superior to others, and these practices
produce the best organizational outputs in all kinds of organizations. All of HRM activities can not be
considered strategic, therefore HRM practice, which provides the highest financial performance, must
be applied. When some HRM activities are used simultaneously, the impact of these HRM practices on
performance is the result of the individual impact of each HRM application (Allani, Arcand & Bayad,
2003).



Enhancing Employee Innovative Work Behavior Through Human Resource Management Practices

Contingency Approach

Within the scope of system understanding and complementarity of SHRM applications, the internal
compatibility of all individual HR applications and external compatibility with all organizational goals,
environment and strategies of the SHRM system are discussed (Truss & Gratton, 1994). The situational
approach suggests that organizations with HR policy and implementation are better prepared to respond
to external factors that provide superior performance. This approach assumes conformity of HRM
practices with business strategy. This approach assumes that the performance of the organization is the
cause of the harmony between the structure of the organization and the characteristics of the environ-
ment (Allani et al., 2003). The situational approach assumes that the HR strategy will be more effective
when it is appropriately integrated with a particular organizational and environmental context (April
Chang & Huang, 2005).

Researchers working on integration between HRM and business strategic planning and manage-
ment have generally followed two basic approaches. First approach suggests that HR function is a more
reactive task and advocates that organizational strategy is the basis for HR management strategies and
policies. According to these views; HR appraisal such as performance appraisal, employment, training
and remuneration are important contributors to the implementation of organizational strategic plans for
managers. Harmonization of HR planning with strategic management and business planning is possible
with these systems. The second approach suggests that human resources can assume a more proactive
role in the strategy-setting process. In this case, HR managers assume responsibilities both in the for-
mulation of the strategies and in the implementation phase.

HIGH-COMMITMENT WORK SYSTEM (HCWS)

According to Allen and Meyer (1990), commitment is a psychological condition which reflects the re-
lationship of individuals with the organization. Organizational commitment refers to the discretionary
behaviors which employees show and go beyond though “they are not written in the contract” and the
organization will benefit from in achieving its goals (Janssen, 2000; Henssen, Voordeckers, Lambrechts
& Koiranen, 2014). Organizational commitment increases the potential for employees to take initiative
and show innovative work behavior with a sense of ownership and responsibility for their own psycho-
logical ownership and a feeling of concern about the future of the organization.

The flexible model of HRM recognizes the development of human resources, the management of
its performance, the provision of opportunity to participate and the creation of its commitment — as a
key strategy for the survival and growth of organizations. The ever-increasing pressure of being more
innovative has increased the expectations of organizations for innovative work behavior and employee
performance. It is not enough for employees to effectively fulfill their role requirements. It is expected
that both employees and HRM departments will go beyond fulfilling their role requirements and dem-
onstrate extra role behaviors that they think the organization will benefit from.

Some authors consider innovative work behavior, as extra role behaviors (Veenendaal, 2015). The
relationship of organizational commitment with innovative work behaviors plays a crucial role in affect-
ing emyloyees showing extra role behaviors beyond their described roles by the organization. Because
of this crucial role, researchers consider the relationship of organizational commitment with innovative
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work behaviors important and they suggest models at conceptual and empirical level which try to explain
mediating and moderating variables (Oly Ndubisi & Agarwal, 2014; Kehoe & Wright, 2013).

Human resources departments can influence the knowledge, skills, attitudes, behaviors and motiva-
tions of employees through practices and policies they have developed (Wright, McMahan & McWil-
liams, 1994; Jackson, Schuler & Rivero, 1989; Schuler and Jackson, 1987). Arthur (1994) states that
dependency-based human resource systems (HCWS) provide a psychological link between the aims of
organizations and individuals, enabling employees to exhibit desirable attitudes and behaviors. In this
context, commitment-based human resource systems include structured human resources practices in
order to increase employee commitment and involvement.

The aim of participative work practices is to ensure that employees work more effectively and effi-
ciently. It is also expected that these types of working practises should improve employees’ perofrmance
apart from their motivation and result in more ideas and information sharing. (Burton & O’Reilly, 2004)
state that increasing the organizational commitment of employees will improve the performance of the
organization due to better process and product quality.

According to Lepak, Liao, Chung & Harden (2006), it is necessary for human resources systems to
be properly structured in order to reach various strategic goals (Arthur, 1992). Human resources appli-
cations as a system; complement each other, strengthen and influence the performance of individuals
and associations through interrelated human resource practices (Laursen and Foss, 2003; Becker and
Huselid, 1998; Huselid, 1995; McDuffie, 1995). As Laursen and Foss (2003) have pointed out, the impact
of combined human resources practices on innovation performance may be greater than the individual
impact of each human resource application.

HRM practices have limited ability to ensure innovative work behavior and organizational innova-
tion. When these are combined with HRM practices, (providing more benefit as a result of interacting
with another HRM practises) these HRM practice bundles (HCWP) influences business innovation
performance and employee innovative work behavior more. For this reason, among the HRM practices
which create high commitment business system, it is highly important to know which HRM practices
will affect each other, whether these HRM practices will reduce each other’s contribution, whether these
HRM practices will affect employee creativity positively or negatively.

According to the complementarity of HR practices or systems, HRM systems are designed internally
consistent and will create additional value for organizations if the HRM systems can then be linked to
the firm’s competitive strategy (Huselid 1998; Laursen & Foss, 2003). The concept of complementar-
ity was first used by Edgewort. According to this, if the return obtained by applying any one of the HR
functions increases the yield to be obtained by the application of the others, this application integrates
the others and creates synergies (Ataay, 1999). However, if system elements conflict with each other
internally or externally, instead of creating value, they can reduce or even eliminate each other’s values
(Truss & Gratton, 1994). According to Becker, Huselid, Pickus & Spratt (1997), lethal associations may
have a single meaning for the firm, while other human resources become a disaster when combined with
their applications and wrong choices.
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INNOVATIVE WORK BEHAVIOR

According to Scott and Bruce (1994); human beings are the only entity which pioneers innovations,
develops new ideas, works on these ideas and matures them. Innovative employees are needed not only
in the development of new ideas but in all stages of the innovation process.

Creativity skill and innovative work behavior are not the same thing. Innovative work behavior
includes creativity, but it does not mean that an individual with every ingenuity will exhibit innovative
work behavior. Some researchers say that concept of creativity is “the stage of producing ideas” of the
innovative working behavior. In this context, creativity is considered to be the most fundamental element
of innovative work behavior (IWB) and is considered important. Rawlinson (2017) states that creativity
is in every human being, but in some individuals, with the influence of external influences, creativity
is forced to remain hidden under some other abilities.

Until recently, research on employee creativity has focused on defining the individual characteristics
of employees and the characteristics of their working environment in relation to creative performance
(Urii & Yozgat, 2009). Amabile (1988) indicates that organizational systems, procedures and processes
will reach the organizational dimension by “strengthening individual creativity.” In particular, researchers
working in the field of psychology and industrial psychology, contribute a lot to the researchers who are
trying to develop applications, and practitioners in the sector in order to increase innovative work behavior.

According to Oly Ndubisi & Agarwal (2014, p.43), “Encouraging their employees to be innovative
is an option for institutions to be more innovative.” Innovative work behavior often starts with the devel-
opment of new ideas to overcome the problems and performance deviations in the innovation process.

Janssen (2000) also defines innovative work behavior as application of creating new ideas, presenta-
tion, practise discretionarily in order to provide benefit within the business role, group or organization.

De Jong & Den Hartog (2007, 2008) refers to innovative behavior as individual behaviors that em-
ployees express as discretionary to “bring out new and useful ideas, products, processes” and “put them
into practice”.

Dorenbosch, Engen & Verhagen, (2005) defines innovative work behavior is a voluntary initiative
taking behavior by employees to produce and implement ideas, procedures, or products within a group
or organization.

Until today, studies investigating the relationship between HRM practices and innovative work be-
havior have developed “different models of the stages of the development of innovative work behavior.
Unlike many articles which considered IWB as a one-dimensional construct (De Jong & Den Hartog,
2010; Bonesso & Tintorri, 2014). Some scholars, such as Noefer, Stegmaier, Molter & Sonntag (2009),
considered IWB as two-dimensional construct; idea generation and idea implementation. However,
Some scholars considered as three-dimensional construct; idea generation, introducing ideas to others,
and application (Janssen 2000, Ma Prieto & Pilar Perez-Santana 2014). However, there is no clarity
among researchers in the literature regarding the measurement of innovative work behavior. Different
researchers, who define innovative work behavior in 1, 2, 3, 4 or 5 stages, exhibit different approaches.

As a result, consensus has not yet been reached regarding the measurement of innovative work be-
havior processes in measurement tools developed to measure innovative work behavior.
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AMO MODEL AND INNOVATIVE WORK BEHAVIOR

Researchers working on the relationship between HRM and individual performance have mentioned
three factors which they think have impact on this relationship. Vroom (1964) mentioned motivation
and ability factors as the first two of these factors. According to Vroom (1964) as cited in Armstrong
and Taylor (2014); performance is a result of ability and motivation. According to this, the impact of
motivation on performance is not independent of employees’ abilities. In the same way, the ability of
employees are not independent of their motivation.

The effects of “ability and motivation on performance” are not additive. Namely, neither motivation
nor ability alone is enough for performance. The absence of one (ability or motivation to be zero / zero)
diminishes or totally destroys the other. The relationship of motivation with ability as personal traits
affecting can be made clear by the following question; how motivating is it to talk about motivation to
a person in a cockpit who has no idea about how to fly an aeroplane? But the presence of both talent
and motivation has a more positive impact on employee performance than on their own. Armstrong and
Taylor (2014) express the multiplicative relationsip between these variables with the following formula:

Performance = f (Ability X Motivation).

Bailey, Berg and Sandy (2001) reported that “The fact that non-managerial employees have the free-
dom to organize their own work processes” creates an opportunity for employees to show their voluntary
and self-sacrificing efforts for their institutions” This opportunity increases employees’ performance.

Boxall and Purcell (2003) as cited in Armstrong and Taylor (2014) then proposed the following
formula, expressed as “AMO”, by combining Vroom’s (1964) and Bailey et al. (2001).

Performance = f (Ability + Motivation + Opportunity).

According to the researchers, the AMO model suggests that employee performance is a function of
Ability + Motivation + Opportunity to Participate.

When the model is focused on, “talent”, “motivation” and “opportunity to participate” influence
employees’ performance independent of one another. The fact that one is zero does not remove the
influence of other factors. The relationip in this form is additive, not multiplicative.

AMO model enables to identify the influence of employees’ performance factor such as motivation,
opportunity to practise with HR practises such as systems training practices and development practices,
selection practices, recruitment practices, reward practices, compensation practices, incentive practices,
involvement practices and job design practices enables employees to determine the “ability and motiva-
tion of employees to influence.
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HIGH COMMITMENT WORK SYSTEMS, AMO MODEL
AND INNOVATIVE WORK BEHAVIOR

The necessity of innovation and the need for “innovative employees” are manifested in all areas and have
become obligatory. However, current studies suggest that organizations need to define the characteristics
and behavior of innovative individuals; as a result, they need to understand how they will support and
encourage employees.

The HCWS creates a mutually beneficial environment for the employee and the organization. If the
HR practises or systems, which are started by HRM department for employess’ benefit are appreciated
by the employees, then the employees will think that it is something for their benefit as a rewarding or
appreciation by their company. Then employees whose expectations are met in line with reciprocity norm,
feel obliged to give back what they were given. According to Social Exchange Theory; individuals, others
(individuals, groups or organizations) collaborate to achieve the desired outcomes (Emerson, 1976). In
this context, employees can also act as discretionary extra-role behaviors in order to achieve the results
they desire, in order to achieve organizational goals (Emerson, 1976; Uen, Chien & Yen, 2009). In other
words, it is stated high commitment work systems will positively affect the employees’ attitudes and
acts, and through intrinsic motivator or extrinsic motivator, the desire of employees to show innovative
work behaviors will increase consequently.

Researchers working on the HRM-Performance relationship, focused on the the bundles of human
resource (HR) rather than the effect of HR practises seperately in order to find out the effect of HRM
practises on organizational performance (Huselid, 1995, MacDuffie, 1995). The additive, synergistic,
and substitutive relations between the HRM practices that form the bundle that results from categorizing
the HRM applications are determinative in achieving the desired results.

According to Jiang, Lepak, Han, Hong, Kim & Winkler (2012), HRM system consists of HR prac-
tises such as recruitment practices, selection practices, training practices, performance management
practices, compensation practices, incentive practices, involvement practices and job design in order to
find out the the construct of HR systems. Jiang et al. (2012) The categorisation of practices in bundles
were put forward to enhance workers’ abilities (A), motivations (M) and opportunities to participate (O),
Specific HRM practises advocated the skills and knowledge of individual workers, their willingness to
exert effort and their opportunities to express their performance and innovative work behavior (Jansen;
2000, Jiang et al., 2012)

Jansen, (2000) and Jiang et al., (2012) suggest that HRM practises enhance the skills and knowledge
of individual workers, their willingness to exert effort and their opportunities to express their performance
and innovative work behavior

Researchers who work on HRM innovation relationship on individual or organizational based benefited
from HR practise bundles which were recommended in previous terms in order to create HR practise
bundles to increase Ability (A) Motivations (M) and opportunities to participate (O) of employees
based on AMO modelling (Janssen, 2000; Jiang et al., 2012; Bos-Nehles, Renkema and Janssen, 2017,
Veenendaal, 2015; Schimansky, 2014).

A very useful framework for researchers is provided by the AMO model. In this context, HR practices,
which are expressed as best HRM practices, are classified under the “ability enhancing human resorce

¢

practices”, “motivation enhancing human resorce practices” and “opportunity to participate enhancing
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human resource practices” factors in terms of their impact on performance at the individual level. These
classifications can be made as additive, substituve or synergistic as a result of bringing together the HR
practices that are gathered under the factors of “ability enhancing human resorce practices”, “motiva-
tion enhancing human resorce practices” and “opportunities to participate in enhancing human resource

practices” the effects of HRM practices on innovative behavior are analyzed and analyzed.
Ability Enhancing Human Resorce Practices

“Ability enhancing human resorce practices” are usually associated practices with such as recruitment,
selection and training development (Appelbaum, Bailey, Berg, Kalleberg, & Bailey, 2000; Jiang et al.,
2012; Bello-Pintado, 2015; Janssen, 2000). Recruiting a new worker is not just adding a new person to
the organization, but also incorporating new skills, knowledge and attitudes. HRD departments have
to reach out to find the right candidates to add new skills, knowledge and attitudes to the organizaton,
and to develop and implement the most appropriate selection practices in the organization. Selection
techniques used in the process of selection and placement, and selection criteria (selection criteria, em-
ployees’ capability to learn, interpersonal abilities, cultural fit attitudes, personality traits) will raise the
innovation performance of the business choosing the canditates with the top innovative business attitude
performance potential in the future. The extensive training programs and mentoring programs to sup-
port recruitment have been positive for the IWB according to (Ma Prieto & Pilar Perez-Santana, 2014).

Motivation Enhancing Human Resorce Practices

Performance management, compensation, incentive, internal promotion and job stability practises are
generally associated with “Motivation enhancing human resorce practices” (Appelbaum et al., 2000;
Jiang et al., 2012).

Organizational rewards are considered to be one of the most motivating HR practices to increase
the innovative work behavior of employees in an organization. “Reward and wage systems” that can be
developed and put into practice in the right way in organization are influencing the entrepreneurial and
creative behaviors and organizational commitment in the organization by motivating the employees more
positively. It is expressed that if the person who is awarded is informed about the extent of creativity,
creativity will significantly increase. (Eisenberger & Rhoades, 2001).

However, Bos-Nehles et al. (2017) states that the relationship between Reward in the literature and
innovative work behavior IWB) is not clear. Bysted and Jespersen (2014) refer to negative relationships
between the financial mechanism and the IWB.

To explain the differences in relation to IWB-Reward, the importance of intrinsic motivation as one
of the most important elements of innovative work behavior is expressed by the research. Internal moti-
vation is motivating itself. External motivation is; financial or non-financial rewards outside of the job
itself direct the person to a certain behavior. Urii (2009) states that internal motivation is a prerequisite
for creativity, and that creativity must be cautious when awarded. Where, according to Hennessey and
Amabile (1998), if the person is motivated internally strongly, the external reward increases the cre-
ativity of the person, creating a synergistic effect; when the person is not motivated internally, external
rewarding reduces creativity. Amabile (1998) states that “The effects of internal-external motivation on
creativity may vary depending on the type of external motivation and the timing of the external award.

10
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Janssen (2000) emphasized the importance of employees’ effort-reward fairness perception regarding
the reward-innovative work behavior. According to the researcher, there is a positive relationship between
effort-reward fairness perception and innovative work behavior. Also, and employees’ sense of justice
in wage distribution increases the motivation of the individual to show organizational commitment and
creative work behavior. The fair and balanced distribution of salary can increase organizational commit-
ment and innovative work behavior. Promotional opportunities and incentives also increase innovative
work behaviors.

Opportunity to Participate Enhancing Human Resorce Practices

Opportunities to participate into enhancing human resorce practices are associated some practices such
as practises of job autonomy, employee participation, information sharing and team work (Appelbaum
et al., 2000; Ichniowski et al., 1997; Jiang et al., 2012).

According to Bailey et al. (2001) if employees who are not at managerial level have the freedom to
organize their own work, employees’ innovative work behaviors will be motivated. In the same way,
one’s work autonomy has an influence on the innovative work behavior by increasing organizational
commitment. Job autonomy enables the employee to develop new ideas and find more effective ways
of doing their jobs.

Practices to increase employee participation are about how things are organized and how employees
do their jobs. The extent of employees’ job autonomy and job design are expressed as the best HR prac-
tises in HRM-innovative Work behavior relationships regarding the HR practices which increase the
employees’ participation into innovative behaviur. It was stated by Beugelsdijk (2008) that task autonmy
and performance based salary raise can increase performance. Also, the importance of empovernment
was expressed.

DISCUSSION

It is stated that innovative work behavior, which is not based on any prize or punishment expectation and
is regarded as a collective innovative behavior to increase the function and efficiency of the institution,
is at the same time considered organizational citizenship. High commitment work practices addressed
by the authors involve empoverment, participative decision making, job rotation practices, employment
security, recruitment, training and development activities, performance evaluation based on continu-
ous and constructive feedback, providing employees’ and management, long-term commitment-based
rewards and rewards (Lepak & Snell, 1999, 2002).

Employees’ negative of positive perception of high commitment-based HR system has impact on
employees’ work attitudes and behaviors (Latorre, Guest, Ramos & Gracia, 2009).

High commitment work practices (HCWS); are very closely related to the concepts of organizational
support, psychological contract and organizational citizenship. Randall, Cropanzano, Bormann and Birju-
lin (1999) stated that organizational support perceptions have a positive relationship with employees’
organizational behavior. According to Robbins and Judge (2012) perception of organizational support is
expressed as “to what extentemployees believe the organizations value their contribution. Research results
put forward that employees with high perceptions of organizational support will feel themselves as part

11
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of a larger organization and accordingly will exhibit behaviors that are desired in terms of organization
such as organizational citizenship behaviors. While AMO Model manages employee business behavior
and performance, it provides aemployee-oriented perspective in the design of HRM applications (Ozcelik
& Uyargil 2015; Appelbaum, et al., 2000). Schimansky (2014) argues that the high commitment work
system positively influences innovative work behavior with the influence of individual ability, motivation
and opportunities (Ability, Motivation, Opportunity-AMO). One important thing that researchers should
pay attention to is that The AMO model is concerned with the differences between the expected effect
and the actual impact of high-involvement business systems through organizational outreach individual
performance. According to Bos-Nehles et al. (2017) even if HRM systems are fairly well-designed and
it will not guarantee that these systems will be put into practice with the same efficiency. Bos-Nehles et
al. (2017), other departmental managers play a significant role in the implementation of well-designed
HRM systems or operating systems. According to this; other line manager’s perception of innovation,
attitude towards HRM applications designed to encourage innovative work behaviors in the process of
managing creative work behaviors of employees, encouraging appropriate attitudes and behaviors in
employees and showing extra role behaviors, affect the degree of cooperation and willingness to imple-
ment these systems.

In addition, line managers’ perception of innovative work behavior or their attitudes and managing
styles towards the employees who have innovative traits can reduce or even dismiss employees’ innova-
tive work behaviors, as well as their ability to empower innovative employee behavior. In this context,
the ability of other department managers to develop innovative behavior and the willingness to do so
are very important in terms of HRM-IWB relationships. In fact, it has been stated for a long time that
along with senior managers, line managers also have responsibility in designing and implementating of
all HRM practices, policies.

In addition to the support and willingness of senior management and other department managers to
implement HRM systems in design, which HRM applications should be designed accordingly to improve
innovative work behaviors, the last point is how employees perceive these HRM systems and applications.

SOLUTIONS AND RECOMMENDATIONS

Laursen and Foss (2012) has conducted a comprehensive literature review that outlines the empirical
work on the impact of HR practice / HRM bundles at organizational level on innovation output. Seeck
and Diehl (2017) reported a very comprehensive literature review, focusing specifically on studies
between 1990 and 2015 using empirical research using the bundle approach to HRM (Seeck & Diehl,
2017). Bos-Nehles et al. (2017) has conducted a literature review reporting empirical studies of HRM-
innovative Work Behavior relationships.

Therefore in this chapter, it has been avoided to repeat reported studies because of their extensive
scope (till 2017) of their empirical work at both individual and organizational level with HRM Innova-
tion relationship.

When these studies related to HRM-innovative work behavior were examined, various methodologi-
cal limitations were identified in the researches. It is important to examine these limitations and draw
attention to them in order to shed light on the research to be done in the field of HRM-Innovation.
Furthermore, in terms of the reliability of the findings obtained, it is necessary to evaluate the research
results within the scope of these limitations.
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The first of these limitations comes from the fact that researchers have reached an opinion consensus
that the HRM practices or systems affect the IWB. However, researchers use different methods to mea-
sure and interpret innovative work behaviors. The different methods used also differentiate the reported
findings.

According to Bos-Nehles et al. (2017), while the innovative work behavior is measured and accepted
as a one-dimensional construct by some researchers (Bonesso & Tintorri, 2014; De Jong & Den Hartog,
2010). As already noted, most articles considered IWB as a one-dimensional construct (De Jong & Den
Hartog, 2010; Bonesso & Tintorri, 2014). However, some scholars, such as Noefer et al. (2009), measured
IWB as “two-dimensional construct”; “idea generation and idea implementation”; Researchers noted
that HRM practices differ in the effects of the “idea generation” and “idea implementation” phases. In
this context, more empirical work is needed to get to a consulate with IWB measurement. However,
two-dimensional structures instead of one dimension will give more insightful results.

The fact that researches are usually based on one point in time (cross sectional) data creates another
limitation. In addition, it will be significant to estimate the longitudinal effects and correlations in mul-
tiple time periods by repeating the researches not only in one dimension but in many years. Experimental
research designs are less preferred due to economic and technical insufficiencies. However, experimental
research designs can be very useful in ensuring the internal validity of research in which the factors af-
fecting HRM-innovative Working Behavior relationships are identified.

According to the researchers, another methodological problem is the questions asked to the employees
by their own IWB levels. Questions that people ask about their innovative work behavior IWB) level
lead to socially desirable answers. For example, Janssen (2000) found that when employees were asked
questions about identifying innovative work behavior potentials, “different results were obtained between
employee self-ratings and manager ratings. Especially, it is stated that IWB is more likely to exaggerate
innovative potentials when they perceive IWB as a measurement tool for determining their career devel-
opment. In a similar way in Laursen; HCWP-Innovation in relation to performance relations, researchers
have been warned about the socially desirable bias in responding to questions about HRM units that
have designed these systems in view of their knowledge of the systems better (Laursen & Foss, 2012).

The bundle approach put forward the assumption that individual practices should fit together in a
complementary manner and be implemented in bundles. (Boxall & Macky, 2009; Boxall & Purcell,
2011). Bundled practices are associated with supporting employee commitment and involvement, leaning
towards the recent emphasis on so-called high-performance and high-commitment work systems. (Seeck
& Diehl, 2017). Despite the consensus on this system, the naming of HR systems in terms of clarifying
the structure of the HR systems has varied from one research to another. Considered as a pioneer work;
Arthur (1992, 1994) has considered the HRM systems proposed in his research as “high commitment
HR systems”; Becker and Huselid (1998) called HRM systems high performance work systems. Guthrie
(2001) preferred to call it high involvement HR systems; Lepak, Taylor, Tekleab, Marrone & Cohen
(2007) named it as high investment HR systems. Laursen and Foss (2012) referring to Teece (2007),
Colombo and Delmastro (2008) and their own study, expressed their “new” or “modern” HRM practices
in 2014, using the same name they chose in 2003, as they did in their work.

In this study; High Commitment Work Practices were highlighted “to emphasize employee commit-
ment and involvement”. The fact that the composition of the HR systems varies greatly from one to the
other causes differences in the names of these systems to clarify the structure of the HR systems and
cause difficulties in the knowledge accumulation of the HR systems (Jiang et al., 2012). The fact that
there are differences in HR bundles that make up HRM systems is another difficulty in comparing the
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research findings about the relationships at the multilevel level. In order not to experience difficulties
in HRM innovation research unlike other researchers did in their researches about HRM-Performance
relationship, researchers need to reach a concensus at least on the conceptualization of HR systems, both
in terms of knowledge and sharing information.

FUTURE RESEARCH DIRECTIONS

This study aims to fill an important gap in the literature with regard to the introduction of HRM prac-
tices that support individual creativity and innovative work behavior. This chapter also shows the basic
literature relevant to the concept of human resource management and innovation management and dis-
cusses the connections and discrepancies discussed by existing researchers and their empirical findings
to emphasize this relationship.

Future researchers can explore how innovative work behaviors at individual levels affect employees’
innovation output and performance at the organizational level (Bos-Nehles etal, 2017; Shiptonetal.,2016).
Multi-level approaches will provide more integrated information about Innovation-HRM relationships.

As mentioned earlier, it will bring more insightful results for researchers to obtain data by repeating
them throughout the years with more than one cross sectional periods rather than one cross sectional
period. As stated above, experimental research designs produce more information in identifying the
factors affecting HRM-innovative work behavior relationships.

At the organizational level, the effect of factors on innovative work behavior can be investigated.
Although there are studies how organizational level human resource practise may strenghten innovative
work behavior at individual level, there is still need for empirical work.

It seems that researchers who work on HRM innovation relationship at organizational level ignore
creativity and motivation researches in psychology and industry relationship (Laursen & Foss, 2012;
Seeck & Diehl, 2017). These studies can contribute to HRM-innovative work behavior relationships
by making the relationship between innovative work behavior measurement and individual-innovative
work behavior clear. Motivation, Creativity related work also will be very useful in explaining HRM-
individual work behavior relations. For this reason, it is suggested to investigate the effect of individual
characteristics on innovative work behavior.

Innovative work behavior does not seem to have been reached consensus for the measurement of
processes for the time being. The need for the development of measurement tools continues to exist in
the field. Creativity and motivation researches in psychology and industry can contribute to the develop-
ment of measurement of innovative work behavior processes.

There is a need to increase the number of empirical studies regarding which moderating and which
mediator variables, how and by which HRM and innovative work behavior relationship influences.
Empirical study of these relationships will be helpful in terms of HRM-innovative work relationship.

CONCLUSION

It is suggested by other researchers that the AMO framework is a way to expand the theoretical founda-
tions of the HRM-Innovation relationship relationship (Seeck & Diehl, 2017; Bos-Nehles et al, 2017). In
this study, on the basis of approaching HRM practises as a system there is the rationale that innovative
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work behavior is a result of employees’ knowledge skills and competences and company’s “employee
involvement opportunities” is formed. Therefore in accordance with the rationale that practices to improve
the three component should be used together, ability enhancing HR practices, motivation enhancing
HR practices, opportunities to participate enhancing HR practises are categorized in line with AMO
model and answers are sought for how and which HRM departments enhance innovative work within
the framework of AMO model and the most referred HR practises.

The fact that high commitment work systems have a positive effect on various attitudes and behav-
iors are shown by researchers. However, different conclusions about whether high commitment work
systems directly affect attitudes and behaviors or not have been produced by these studies. There is
no concensus in literatiire as to whether the perceived high commitment work systems and innovative
work behavior are directly related or not and which mediating and moderating variables play a role in
this relationship. Regarding these relationships different approaches, assumptions, and suggestions are
presented by researchers. In this study, a conceptual framework on how the High Commitment Work
System can affect employees’ innovative work behavior through the influence of employees on the
ability-motivation-opportunity and organizational commitment levels was discussed.

The way influence innovation, and how the clustering of specific practices matters for innovation
outcomes are affected by Individual practices were among the subjects to have been discussed. In ac-
cordance with the literature on HRM and organizational performance, the best-practice approach or the
bundle approach to HRM were used. Advancing and encouraging theory development in the field and
guiding future empirical research are among the expectations.

In this study, in order to strengthen the theoretical structure of high commitment work system-inno-
vative Work Behavior relationship, issues in the literature such as Resource-Based Theory, Universalistic
Theory, Contincency Theory, AMO model, The best HRM practices, high commitment work system,
social exchange theory, organizational commitment was given.

Under the light of the above evaluations, it is expected that the work will contribute to researchers in
HR and innovation management and practitioners in the sector explaining the high commitment work
system and its impact of employees’ on the innovative behaviors and the reasons of this impact.
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KEY TERMS AND DEFINITIONS

AMO Model: A model claiming that employee performance is a function of ability, motivation, and
opportunity to participate.

Contingency Approach: It refers to external harmony with organizational goals, environment, and
strategies as a whole, the human resource management system, which is formed by the internal com-
patibility of all individual human resource applications and individual human resource management
practices and policies.

Complementarities: If the return obtained by applying any of the HR functions increases the return
to be obtained by the application of others, this practice can be said to unite other HR practices.

Extra Role Behavior: With this kind of behavior, volunteerism in the behavior of the individual is
emphasized apart from the the formal duty definition of these behavior.

Organizational Citizenship Behavior: Refers to the extra role behaviors that go beyond the formal
job descriptions and expectations which the employess are willing to Show in order to contribute to the
organization.

Organizational Commitment: It is the psychological condition that reflects the relationship between
individuals and organizations, which is necessary for employees to go beyond what is defined in the con-
tract and to demonstrate discretionary behaviors that will benefit the organization in achieving its goals.

Psychological Contract: It is defined as an official and non-written contract that can affect the oc-
cupational behavior of the occupation and the employer regarding the expectations, perceived commit-
ments, and obligations between the employer and the workplace in organizations.

Universalistic Perspective of HRM: It is an approach that claims that some HRM activities are always
superior to others, and that these practices generate the best organizational output in any organization,
creating more effective results on organizational performance.
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