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Abstract
The purpose of this study is to explore the impact of high involvement management (power,
information, rewards, and knowledge) on employee retention in Syrian Private Financial
Institutions. A sample of 238 employees participated in this study. The research concluded
that there is a significant positive impact of rewards and knowledge practices on employee's
retention, without any significant impact from power and information practices on
employee's retention.
Keywords: high involvement management, power, information, rewards, knowledge, and
employee retention
Introduction
With the increasing acknowledgement that people are an organization’s best asset (Guy, 2003;
Rodgers & Ferketish, 2005), there is a desire to find ways to increase employee's contribution
to the organization while better understanding how effective human resource systems operate.
If an organization can recruit and retain the right employees, and develop them through
training and skill acquisition, this knowledge can be used as a competitive advantage to drive
the organization forward (Guy, 2003). The difficulty is how best to develop a system that will
allow for this type of symbiotic relationship between employee and organization. High
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involvement management (HIM) permits for more input from employees and allow
organizations to optimize their innate abilities more efficiently and effectively (Rodgers &
Ferketish, 2005). Through employee participation, organizations should be able to develop a
better insight into how they are functioning, and potentially, where improvements could be
made to benefit both the organization and the employees (Guy, 2003). If HIM increase
organizational performance and decreases employee turnover, it can provide both financial
benefits and organizational stability. Decreased turnover allows an organization to retain
collective knowledge that may be lost by the organization to competitors. Moreover, it also
decreases the amount of finance required for recruitment and training while providing an
attractive culture to potential employees who wish to have job security (Rodgers & Ferketish,
2005; Way, 2002).
This study aims to examine the impact of high involvement management (Power, Information,
Rewards, and Knowledge), on employee retention in Syrian Private Financial Institutions.
The result of this study may help decision makers in a Syrian organization to understand what
helps in retaining employees which in turn can help the organizations in achieving high levels
of organizational performance.
Literature Review and Hypothesis Development
High involvement management:
High involvement management is thought to optimize organizational performance by way of
a twofold process. First, it helps employees acquire and develop knowledge, skills, and
abilities (KSA) (i.e., human capital) along with empowering them (by way of motivation and
providing opportunity) to use KSA towards achieving organizational objectives (Becker &
Huselid, 1998). Second, by reducing departmental barriers, these HR systems also contribute
to creating a culture and social structure that is conducive to communication, knowledge
sharing, and resource exchange (Evans & Davis, 2005). Thus, unlike the traditional
control-oriented approach that views employees more as a replaceable commodity,
organizations employing High Involvement Management is more employee-centered by
design in that organizations invest a lot in their employees (Guthrie, 2001). Employees in
these organizations represent an embodiment of human as well as social capital.
Consequently, these organizations rely much more on their “invisible assets” (Itami, 1987)
compared to their counterparts utilizing a traditional approach to managing human resources
(Guthrie, 2001; Lawler, 1992).
Building on the work of Galbraith (1973), Lawler (1986; 1992) defined the components of
High involvements management as PIRKs:
-

Power to make or influence work decisions in all aspects.

-

Information about processes, quality, customer feedback, events and business results.

-

Rewards tied to business results and personal growth in terms of capability and
contribution.

-

Knowledge of the work, the business and the total work system.
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The most important aspect of Lawler's premises is the need for all of the PIRK components to
be utilized simultaneously down to the lowest levels of the organization. This is articulated in
the following quote from Lawler (1986):
"Power without knowledge, information and rewards is likely to lead to poor decisions;
Information and knowledge without power leads to frustration because people cannot use
their expertise. Rewards for organizational performance without power, knowledge and
information can lead to frustration and lack of motivation because people cannot influence
their rewards; and Information, knowledge and power without rewards for organizational
performance are dangerous because nothing will ensure that people will exercise their power
in ways that will contribute to organizational effectiveness".
Lawler’s statement implies that the existence of PIRK at all levels of the organization
demonstrates that there is a climate or a culture for High Involvement Management. This also
implies that this culture results in certain positive outcomes for the organization (productivity,
reduced turnover, speed).
Employee Retention
Many reasons make people leave an organization, such as, job related stress, lack of job
security and personal dissatisfaction. (Mckeown, 2002) explained his view on employee
retention, which focuses primarily on retaining better-performing people rather than those
with lower performance. He considered that there is no precise definition of employee
retention because people's perception of retention varies. However (Mckeown, 2002), he
found that some managers explained that employee retention is "a reduction in the turnover
of work to an acceptable level while others believe that retention is related to compensation
and benefits that workers receive, moreover, some believe that it is related to culture, that is,
how The worker is treated within the organization. "
Arthur (2001) also indicated that retention is only for younger workers, as organizations must
be open to offer alternatives to them and to find exciting or entertaining opportunities that
expand their knowledge, skills, and interests. Meanwhile (Browell, 2003) stated that the
definition of employee retention is "to keep those workers who wish to keep them and not
lose them from the organization for any reason, especially if they are transferred to competing
organizations". He also clarified that the essential workers who occupy positions sensitive to
the success of the organization must be retained at any cost.
According to Kavitha et al., 2011, employee retention has become one of the most pressing
issues facing organizations and human resource managers in recent times. As workers who
increasingly leave the organization create a weak loyalty index for this organization. They
also stated that the successful organization is the one that seeks to reduce the depletion of the
company's profits, so it is better to reduce the turnover of its employees. Moreover, they
(Ratna et Chawla, 2012) considered that employee retention is more important than
employment, although hiring people with knowledge is essential for organizations. Keeping
workers also refers to taking appropriate measures to encourage people to stay in the
organization as long as they can, and considered that "the process of retaining employees will
benefit the organization, since the cost of employee turnover is losing hundreds of thousands
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of money to the organization's account." (Mohlala et al., 2012) pointed out these different
factors that affect the retention of workers after reviewing some previous studies, especially
in the information technology industry, these factors include: lack of determination of the
desired salary, lack of development of the professional path for workers, technology
development and high rate Employee turnover. They suggested that it is best for
organizations to consider these factors as a basis for defining the concept of employee
retention.
High involvement management and employee retention
Previous studies (e.g. Huselid, 1995; Shaw, Delery, Jenkins, & Gupta, 1998; Vandenberg,
Richardson, & Eastman, 1999) have also shown that high-involvement management enhance
employee retention. Support theory holds that beneficial actions directed at employees should
obligate employees to reciprocate in a positive manner. HR practices represent such
organizational actions that may reinforce the employees’ beliefs that the organization values
their contributions and cares about their well-being, which in turn reduces turnover intentions
among employees (Eisenbeger et al., 1990; Wayne et al., 1997)
(Mondore, 2002) studied the high involvement management through three dimensions
(empowerment, incentives, information sharing) and its effect on intention to leave work, job
satisfaction, organizational commitment, self-efficacy, absenteeism rates, organizational
citizenship behavior, Performance, this study was applied to workers in financial institutions
in the United States of America, where the study concluded that the high involvement
management affects the intention to leave work without any intermediate variables.
(Pare and other, 2004) tried to find out the role of high involvement management in intention
to leave work for informatics workers in Canada, and the mediating role of organizational
commitment, organizational citizenship behavior, and procedural justice. Where the high
involvement management included a set of dimensions which are (estimation, empowerment,
competency development, fairness of incentives, information sharing). The study reached two
basic models:
-

The first model: Emotional commitment mediates the relationship between three of
the five dimensions of the high involvement management (appreciation,
empowerment, competency development) and intent to quit work, while continuity
commitment mediates after developing competencies and intent to quit work.

-

The second model: mediation of procedural justice, followed by organizational
citizenship behavior, the relationship between four of the five dimensions of high
involvement management (appreciation, competency development, incentive justice,
information sharing) and intent to quit work.

As for (Doody, 2007) considered that organizations can create a competitive advantage
through the ways in which the human resource management strategy is designed, the
researcher studied the high involvement management and its impact on increasing
organizational performance and reducing the turnover of workers in New Zealand
organizations, as these included The strategy is a set of dimensions, which is (authority,
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estimation, information, knowledge), so the researcher concluded that there is no effect of
high involvement management in organizational performance, and reducing employee
turnover, due to the researcher's view that there is no clear role high involvement
management in this relationship because of organizational performance within different
organizations because of this lack of study on the application of a particular sector.
When (Conci and other, 2009) developed a measure of the high involvement management in
Spanish organizations, where the study sample consisted of 48 managers, the researchers
reached to define four basic dimensions of high involvement management which are
participation, communications, training and compensation. Knowledge management.
The Quagraine, 2010 study, which was applied to workers in a bank in Ghana, confirmed that
the participation of workers in decision-making is one of the dimensions of the high
involvement management which is a fuel that runs the engine of the organization, and the
study also concluded that there is a relationship Between the participation of workers in
decision-making and the implementation of these decisions. The study also revealed that
workers who do not participate in decision-making become detracted from the organization,
which leads to the difficulty of retaining them.
As for (Wadhwa, 2012) he studied the role of high involvement management and supporting
the supervisor of organizational effectiveness, which included peer support and work
characteristics as an intermediate variable and work rotation as a dependent variable, the
study included 248 managers in a number of organizations in the United States of America,
and reached The researcher indicates that peer support and job characteristics are
intermediate variables between a strategy of high career immersion / higher employee
engagement and supervisor support, and work turnover.
(Vugt, 2015) studied the impact of the high involvement management in the frequent absence
rates, which in turn leads to the organization's inability to retain workers and the mediating
role of job satisfaction, as the study was applied to 97 workers in the healthcare sector in the
Netherlands, and the study concluded that high involvement management affects the
reduction in frequent absenteeism rates.
(Martin, 2016) examined the impact of strategic human resources management on the
motives of workers on the one hand, and on their behavior in leaving work on the other hand,
where the researcher adopted two strategies from human resources management strategies
which are participation in the high involvement management, and the use of communications
technology and information. This study was applied to workers in the field of
communications and informatics in France, and accordingly, the application of the high
involvement management contributes to reducing the intentions of leaving the work for the
workers who are motivated by professional development, more than those who are motivated
by reward and punishment.
Most studies conducted in the field of high involvement management confirmed the positive
impact it has on innovation, employee retention, creativity, and the quality and quantity of
work, but there are studies that have shown opposite results, so a study (Cappelli et al., 2001)
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showed that a high involvement management has led to higher labor costs, and these
practices can lead to lower employee welfare due to the pressures they are exposed to and
increased responsibilities, and ultimately the organization's performance and the worker’s
desire to leave his organization (Böckerman and Other, 2012).
Hypothesis
According to the literature review presented above, we hypothesize that:
H1: power has a positive impact on employee retention.
H2: information has a positive impact on employee retention.
H3: Rewards have a positive impact on employee retention.
H4: Knowledge has a positive impact on employee retention.

Power

Information

Employee
Rewards

Retention

Knowledge

Figure 1. Research Model
Source: Author
Research Methodology
Data Collection and Sample:
Data for this study was collected from both primary and secondary sources. Secondary data
was collected through comprehensive literature review. Primary data was collected from
number of Syrian Private Financial Institutions located in Damascus. A total sample of 238
employees accepted to answer a questionnaire related to the study variables.
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Measures
The questionnaire includes three sections: Basic demographic information, High involvement
management (power, information, rewards, knowledge), and Employee retention. A 5-Point
Likert scale format was used, and the scores on the scale ranged from 1: Strongly Disagree to
5: Strongly Agree.
4.1. High involvement management scale: measured using 32 items taken from the study
(Lawler et al., 1992). The scale reported reliability 0.949
4.2. Employee retention scale: measured using 11 items taken from the study (Kyndt et al.,
2009). The scale reported reliability 0.864
Finding
This study examines the impact of high involvement management on employee retention.
Table (1) shows the results of regression analysis regarding the impact of high involvement
management on the dependent variable (employee retention). As presented in this table,
model is significant at the 5% level (where R2 is 0.427). Table (2) shows The Coefficient of
Rewards are significant and positive on employee retention (Sig: 0.000 < 0.05) with β weight
0.451 and knowledge is significant and positive on employee retention (Sig: 0.002 < 0.05)
with β weight 0.162. Thus, H3 and H4 are accepted, while H1 and H2 are rejected, Because
Information has no significant impact on employee retention (Sig: 0.504 > 0.05) with β
weight 0.047 and Information has no significant and positive impact on employee retention
(Sig: 0.093 > 0.05) with β weight - 0.124.
These findings indicate that when organization apply High involvement management
(rewards and knowledge) they will be more likely to retain their employees.
Table (1). Model Summary

a.

Model

R

R Square

1

.653a

.427

Adjusted
Square
.417

R

Std. Error of
the Estimate
.48827

t
6.254
-1.686.669

Sig.
.000
.093
.504

6.776
3.074

.000
.002

Predictors: (Constant), Power, Information, Rewards, Knowledge

Table (2). Coefficientsa
Model
1

(Constant)
Power
Informatio
n
Rewards
Knowledg
e

Unstandardized
Standardized
Coefficients
Coefficients
B
Std. Error
Beta
1.582
.253
-.124.074
-.101.047
.070
.047
.451
.162

.067
.053

.513
.212

a. Dependent Variable: Employee Retention
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Conclusion
This article aimed to study the relationship between high involvement management and
employee retention in Syrian Private Financial Institutions located in Damascus. This study
show that rewards and knowledge are significant and have a positive impact on employee
retention, while power and information did not show any significant impact on employee
retention.
With HIM, employee rewards should also to be part of the decision. Employees need to be
allowed to participate fully in aspects of the organization. This needs to include sharing
information. Previous research (Lloyd, 2000) has shown clearly that people are motivated by
different pay structures, and this needs to fit with the involvement, as motivation is one of the
keys to HIWS success in the organization. This seems to be an area that Syrian organizations
need to develop. Many organizations indicated that they had staff training and shared
information with employees. However, it is difficult to gauge if the decisions made about
training and the level of information shared with employees is based on reciprocity or did
upper management make an isolated decision?
We recommended that organization should share all information related to its financial
performance, especially that financial institutions are obligated towards government agencies
to publish quarterly data on their performance at the end of each quarter and these data are
published within the website of the Damascus Securities Exchange, Syrian Commission on
Financial Markets and Securities, and official newspapers, and therefore there is no problem
with publishing this information is on its employees
Theoretical Implications
This study has several theoretical implications, First This research is considered from the
researchers' point of view, and after reviewing the sources of the research, one of the first
studies that touched The impact of High Involvement Management on Employee Retention,
and applying this research in Syrian Private Financial Institutions, the current study is an
enrichment of the scientific and research aspect of the Syrian Private Financial Institutions,
due to the role of these institutions in developing the financial sector in Syria, which is
currently considered one of the most important sectors supporting in Syrian economy. Second,
we have revealed the influence of High Involvement Management on Employee Retention.
Moreover, our results provide evidence for notion that the survival and success of an
organization depend on the ability of how to retain employees, in light of the great
competition between organizations.
Practical Implications
Our findings also have several practical implications. First Assist human resource managers
in reducing the turnover rates. Second they showed that employees’ perceptions of High
Involvement Management are of pivotal importance regarding their attitudes and behaviors.
Namely, employees who consider that their organization implements such work practices
experience lower levels of intention to leave, and high optional to retain them. such,
contemporary human Resource management practices such as Rewards and Knowledge.
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Private financial institutions should pay attention to the intention to leave for employees
and focus on retaining them by conducting a periodic survey of workers' opinions related to
matters that may cause these intentions, including according to many previous studies, job
satisfaction, work pressure, job combustion and organizational justice, with the aim of
avoiding the intent of leaving the organization, and adopting the exit interview to find out the
reasons that prompted the employees leave the organization, and work to improve this
reasons that prompted the workers to leave their work.
Suggestion for Future Research:
This study shows that there is a direct relationship between High Involvement Management
(Power, Information, Rewards, and Knowledge) and employee retention without examining
the effects of organizational factors on this relationship such as the mediation role of
leadership style. Therefore, we suggest that researchers examine how organizational variables
can influence on High Involvement Management in relation to employee retention under
these organizational factors.
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