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Abstract: The purpose of this research 1s to analyze the moderating effect that the demographic diversity of
employees may have on the relationship between IRM practices and business performance. Using a sample
of more than one hundred Spanish companies, we carried out a factor analysis principal axis factoring with
varimax rotation on the identified HRM practices and perceived orgamizational performance as factors with good
factor loadings, consistent with the proposed model. Our findings indicate that the demographic diversity of
and “gender”, conditions the effects of HRM practices on organizational
performance. This research contributes to meeting the demand for studies including moderating variables

employees, such as “age”

between HR policies and practices and business performance. The literature pays little attention to non-linear
models. Examimng the factors determining demographic diversity sheds more light on the black box of the
relationship between human practices and organizational performance. This study used a cross-sectional
sample which limits the conclusions regarding the findings.
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INTRODUCTION

In recent years, there has been a growing interest
among researchers in the effect of employee diversity
on organizational performance (Jackson et al, 2003;
Van Kmippenberg and Schippers, 2007; Kmec and Gormar,
2010). Different studies have suggested that diversity can
have both positive and negative effects (Pelled, 1996;
Willhams and OReilly, 1998, Richard et al., 2007,
Van Knippenberg and Schippers, 2007). Jackson ef al.
(2003) noted, however, that studies analyzing the
impact of diversity on performance are based on a clearly
structured set of theoretical approaches. One of their
weaknesses 1s that only a few of them have analyzed
how diversity affects performance and how diversity
contributes to shaping individuals® beliefs, feelings and
long-term career development.

Diversity refers to the differences among individuals
based on any attribute that may lead to a perception that
someone is different from oneself (Williams and
O’Reilly, 1998; Triandis, 2004). Jackson et al. (2003)
defined 1t as the distribution of personal attributes
among interdependent members of a work unit. The
attributes of interest may be those that are quickly

detected when we meet someone for the first time
{demographic attributes such as age, gender or ethnicity);
other underlying, less perceivable attributes only become
apparent when we become acquainted with an individual
(personality, knowledge, values) and others are found
between these two extremes of transparency (such as
education level or professional experience) which are
known as human capital due to their relationship with
professional  knowledge, skills and know-how
{Cornelius, 2002; Triguero-Sanchez et af., 2011).
According to Van Knippenberg and Schippers
(2007), the dissimilar findings in this research field
could lead us to assume that the prevailing research in
this field has focused on the “main effects™ such as
compromise or satisfaction, testing the relations
between different dimensions of diversity and outcomes
and neglecting potentially moderating
Although, the moderating nature of some variables of
the relation between diversity and performance has
been analyzed dogmatism (Chattopadhyay et al,
2004); leadership (Muchiri and Ayoke, 2013), the
degree and nature of mterdependence between group
members (Pettigrew, 1998, Martin-Alcazar et af., 2012);
team experience over time (Harrison et al, 2002) few

variables.
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researchers have considered diversity as a moderating
variable between HR practices and corporate performance.

In addition, more than half of Spanish firms
follow an 1somorphic approach, in other words,
these companies tend to imitate or copy the practices
(HRM practices) of foreign busmesses but in fact
they are not aware of the way in which employee diversity
affects their orgamzational performance. In this sense, our
investigation is presented as a solution to this problem.

Therefore, the purpose of this study 13 to analyze
the moderating effect of the demographic diversity of
employees n the relationship between HRM practices and
business performance.

Future, research will benefit from knowledge on
the role of diversity as a moderating element in HR
management and the way i which it can contribute to
business success. In this way, the negative effects of
diversity can be attenuated and the positive ones
enhanced, contributing to the strengthening of the
resource-based view, according to which HR is a source
of competitive advantage (Barney and Wright, 1998).

Therefore, our study 1s structured as follows: firstly,
it provides a literature review which allows the building of
the research model and the posing of the hypotheses;
secondly, it describes the methodology and tests the
hypotheses and finally, it presents the findings and
implications.

Research model and construct definitions
High-commitment HRM practices: Since, the 1990s, it has
been possible to find in the literature a growing interest in
HRM and in particular in the relationship between HRM
and performance (Guest, 1997, 2011). The literature has
suggested that Human Resource (HR) practices are
directly and mdirectly linked to the collective behavior
of employees, so they may have an impact on them
and their afttitudes (Triguero-Sanchez et al, 2012;
Triguero-Sanchez and Pena-Vinces, 2013) which m tum
can serve as mediators between such practices and
corporate performance. There 15 a growing consensus on
the idea that a “high-performance” HR system should be
designed to ensure that employees have high-level
skills and capabilities, a high motivation level and the
opportunity to contribute with voluntary efforts
(Guest et al., 2004). Thus, according to Boselie et al.
(2005), organizational interests are fulfilled better with an
HR system that focuses on employee interests and more
specifically on their skill requirements, their motivations
and the quality of their work.

Concernming the orientation of HR practices, Walton
(1985) indicated the need to change from control practices
to commitment practices as the basis for managing the
manpower. For this researcher, there was no choice; he
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prescribed a commitment strategy if we intend to
prosper. The same analysis (Guest, 1997, 2011) can be
found in the research by Foulkes (1980), Peters and
Waterman (1982) and Lawler (1992), among others, who
suggested that successful organizations seem to
apply “high-commitment™ HRM principles. Bowen and
Ostroff (2004), on the same line, stated that employees’
involvement in the decisions affecting thewr group, the
search for agreement among them and the prevention of
interpersonal conflicts all require management systems
that allow open discussion of their viewpoints.

Furthermore, Guest (1987, 1997) supported this
approach and stated that “if an integrated set of HRM
practices is implemented with the aim of achieving
prescribed objectives of commitment to the organisation,
high quality and flexibility then the outcome will be better
employee performance”.

The 1dea that elevated-commitment HR management
practices have an impact on aftitudes towards work
through employees” perception or through their
experiences is supported by the social exchange theory
(Cropanzano and Mitchell, 2005) and the signaling
“theory” (Ostroff and Bowen, 2000). These theories
propose that high-commitment HR practices have an
impact on employees because they support them; they
work as “signs” of the mtentions of the organization
towards them.

Perceived organizational performance and its
relationship with HRM practices: Multiple studies
have addressed the relationship existing between HR
management and Organizational Performance (OP) as well
as their measurement (Gooderham et ., 2008). However,
there is no clear consensus on how to measure the
relationship (Guest, 2011). Guest (1997) raised doubts
about the “cause-effect” relationship between HRM as
input and results based on financial performance.
“Despite the attractiveness of using economic indicators
in any attempt to convince top managers of the impact of
HRM, we need to use a wider range of measures if we
want to understand how and why HRM has an impact on
financial performance™ (Guest, 1997).

The use of “more closely related” indicators,
especially those on which the workforce may have an
impact, is theoretically more plausible (since HRM aims to
improve the direct contribution of employees to
performance) and methodologically they are easier to
relate. We need performance mdicators that are much
closer in terms of whether they do indeed affect
HRM practices. On thus line, there is a clear option
for the use of non-financial measures when analyzing
the effectiveness of HRM practices (Bontis ef af., 2002,
Triguero-Sanchez et al., 2012).
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An important mechanism that has been proposed
suggests that the impact of HR practices on performance
takes place through individual employees. Some
researchers emphasize the crucial role of employee
attitudes and behaviors in translating HR practices into
firm performance. In line with this more central role of
employees, these researchers emphasize the need to
mclude employee perceptions i HR research studies
(Guest, 2011, Triguero-Sanchez and Pena-Vinces, 201 3).

Nishii and Wright (2008) indicated that in addition to
the HR systems planned or designed by compames on
paper, we must distinguish the implemented HR systems
(what managers actually implement) as well as the
perceived HR systems (how employees interpret such
practices). The mismatch between what 13 planmed and
what 13 perceived 1s problematic if it 1s argued that the
impact of HR practices on performance results from
employees’ perceptions (Den Hartog et al., 2013).

Guest (2011) states that the models originating from
organizational and social psychology make us reflect on
the fact that what is actually important is not the presence
of HR practices but rather the perception of the intention
underlying such practices. The way in which practices are
mterpreted can shape the response to them.

In HR strategic management research, perceptions
of corporate performance of the HR department or of
managers have frequently been used as performance
indicators, being considered as a reascnable substitute
for objective performance measures (Den Hartog et al,
2013). The measurement of perceived organizational
performance refers to important aspects such as product
quality, client satisfaction and the development of new
products. On the same line, Den Hartog et al. (2013)
established that the existing measures for sensing
perceived organizational performance generally cover
different performance aspects, adding to the product
quality or client service and satisfaction other aspects
related to reputation. In this study and according to
Bontis et al. (2002), the items used to measure the
“perceived performance measures™ construct include the
classification of the future perspectives of the business,
meeting clients’ needs and global assessment of business
performance.

In this study, we expect HR practices focusing
on commitment to correlate positively with perceived
organizational performance measures global assessment
of business performance, meeting clients’ needs, the
future perspective of the company and reputation. It is
expected that commitment-oriented practices will
encourage employees” participation in decision making in
their group, the search for agreement among them and the
prevention of interpersonal conflicts (Bowen and Ostroff,
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2004). This is likely to favor greater employee integration
and the development of positive attitudes and behaviors
towards the orgamzation. Such ntegration and behaviors
are expected to be associated with higher performance
levels (Den Hartog et al., 2013). Therefore, we expect the
perceived organizational performance to be higher when
commitment-oriented HRM practices are implemented.

Employee diversity as a moderating variable: Although,
the literature suggests that there is a relationship between
HR practices and orgamzational performance, there are
still open questions on how this relation takes place and
which variables exist in the “black box.” Therefore, there
is a need for further research considering the factors that
may intervene in and/or moderate the relation between HR
practices and orgamzational performance.

In this sense, Guest (1997) suggests that we should
keep cultural differences in mind (Guest, 2011) since
different categories of workers may require different HR
practices. Boxall and Purcell (2000) discuss this cultural
issue, stating that “cultural standards and the particular
history of the different societies always bring up
differences i HR management systems”. Other
researchers (Chew and Sharma, 2005; McMillan-Capehart,
2005) have found evidence supporting the impact of
culture and HR management on performance. According
to Guest (2011), the commitment level developed by
employees in response to HR practices cannot be
homogeneous. The changing values of the workforce, the
generation they belong to, their work experience and their
varying personal circumstances may alter their priorities.
The values and reasons of employees and the differences
among them must be taken into account in research on
HRM and performance.

The factors determining diversity can be grouped
1nto the two general categories mto which the most recent
theoretical discussion has classified diversity dimensions:
attributes that are demographic and not psychological
and non-visible, underlying attributes of psychological or
human capital (Lawrence, 1997; Martin-Alcazar et af.,
2012; Natario et al., 2012, Woehr et al., 2013).

Organizational — demography
mainly on characteristics that are visible such as age,
ethnicity or gender or on attributes related to work, such
as functional experience or tenure. In general, they use
visible or prominent characteristics. Researchers in the
field of decision making define diversity in terms of
variations in experience or mformation but not in
demographic or group affiliations (Williams and O’Reilly,
1998).

The theory most frequently used by demography
researchers states that varations in the demographic

researchers  focus
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composition of work groups or teams affects group
processes and this process has an impact on performance
(Wilhams and O’Reilly, 1998). Most of tlus research
follows the rationale of social categorization theory
(Tajtel, 1981; Turner, 1985, 1987) and social identification
theory (Tajfel, 1981; Hogg and Abrams, 1988; Muchiri and
Ayoko, 2013).

The similitude/attraction paradigm (Bymme, 1971)
provides predictions that are compatible with the two
above theories. Peffer (1983)s research on organizational
demography indicates that the disttibution of
demographic differences among groups and organizations
can have an impact on processes and performance.
The basic principle of the theory suggests that
similar attributes, ranging from attitudes and values to
demographic variables, increase interpersonal attraction
and sympathy. Individuals with a similar background can
share common vital experiences and values and may find
the experience of mteracting with each other easier, more
reinforeing and more desirable.

The other perspective that does not rely on the
impacts of visible demographic characteristics explores
how mformation and decision meking can be affected
by changes in the make-up of a group. This
perspective addresses characteristics that are less
visible in individuals such as experience or academic
level, n general, these attributes tend to be related
to their ability to perform certain professional tasks
(Triguero-Sanchez et al., 2012) and to their connection to
organizational performance (Pelled, 1996).

According to this approach, the same trend of
looking for similitude within a group may lead the same
group to fail to capture the information held by its
members. The mformation and decision-making theory
proposes that variations in the composition of a group
may have a direct positive mmpact by means of the
increase in skills, capabilities and knowledge provided by
diversity. Tt is assumed that groups of demographically
diverse mdividuals will have a wider range of knowledge
and experience than homogeneous groups of ndividuals.
Researchers in this field widely agree that functional or
background diversity provides the range of knowledge,
skalls and contacts that improves problem solving
(Ancona and Caldwell, 1992; Pelled er al, 1997).
“Members that have entered the organisation at different
timelines meet different groups of people and they often
have different experiences and different perspectives on
the organization’s history™ (Ancona and Caldwell, 1992).

Some researchers have surmised that diversity is a
double-edged sword that could lead to high-quality
solutions while also decreasing cohesion (O’Reilly ef al.,
1991; Martin-Alcazar et al, 2012; Muchiri and Ayoko,
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2013). The current study is limited to the approach taken
by Pelled (1996). Pelled (1996) argued that types or
dimensions of demographic diversity (i.e., whether they
are job-related or visible) should influence turnover and
cognitive task performance. Individuals with different
backgrounds provide multiple perspectives m solving
problems and designing strategies (Jehn et al, 1999).
This approach relies on the knowledge-based view and
the decision-making perspective (Richard et al., 2007),
also called the cognitive resource theory (Woehr ef af.,
2013) and supports the assertion that diverse values in
group members will contribute to a better team
performance.

Some studies show that these positive impacts on
performance are achieved when organizations adapt their
management practices to the characteristics of their
worlkforce thus improving management and performance
{(Benschop, 2001; Jabbour and Santos, 2008) for this
reason, it is necessary to study this relation in greater
depth (Richard and Johnson, 2001, Richard et af.,
2004). On the same line, Tackson et al. (2003) and
Gooderham et af. (2008) evidenced the impact of diversity
on business performance.

Based on the literature reviewed, in our study, we
concentrate our attention on demographic diversity.
We use those factors to establish the moderating
effect of employee diversity on the relationship between
HR policies focusing on commitment and orgamzational
performance. The main reason, as we mentioned in the
introduction, 1s that we have not found any research that
has used these factors as moderator variables. Therefore,
in Fig. 1, we summarize the theoretical background and
research model of the literature to be analyzed.

Hypotheses
Age: Age differences explain differences in values and
attitudes (Cleveland and Shore, 1992). This happens for
two reasons: first of all, mdividuals of different ages will
have lived in different social, political and economic
environments which will determine their attitudes and
values (Cleveland and Shore, 1992; Martin-Alcazar et al.,
2012). On the other hand, future perspectives also change
with age (Elder, 1975; Kooij et al., 2010). Thus, some
studies have suggested that older employees have
different priorities and will respond more positively to HR
practices reflecting such priorities. Tn general, we can
detect a change of approach m mdividuals, focusing more
on promotion at younger ages and on maintenance and
prevention at older ages; development needs decrease
with age, whereas safety needs increase (Lawrence, 1997,
Kooy et al., 2010).

Redman and Snape (2006) and Williams et al. (2007)
found that age 1s a deterrmunant factor in HRM and its
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HRM practices

Selection, training, evaluation,
flexible remuneration, job design,
bidirectional communication, job
stability, equality and job quality

Ethnicity

==

Fig. 1: Research model

relation to business success. Goll ef al. (2008) found a
positive relationship between greater age diversity and
greater tolerance levels in uncertain situations. A relation
between age top management and
mternational diversification of multinationals. The
research by Kooy ef al. (2010) mentioned above also
pointed out age as a factor determining employee
priorities and therefore their response to HR practices.
The research by Kilduff et al. (2000) on top management
teams also provided evidence on the positive effects of
age diversity on performance. However, strong diversity
does not have necessarily improve the effectiveness of
HRMP (Jayne and Dipboye, 2004; Kilduff ef af., 2000). In
sum, we believe that previous studies support the study
of the age variable as a factor that can influence our
research model. Therefore, we propose the following

hypothesis:

in teams

¢+ H;: age diversity will moderate the relation between

HR practices and organizational performance

Gender: Previous research on gender has shown the
relation of this variable to employee commitment and
satisfaction at worlk and the desire to stay in the company
(Jehn et al., 1999, Major et al., 2013). At the group level,
mcreased gender diversity is positively related to
improvement in the quality of the ideas of worl groups
(Hoffman and Maier, 1961), the quality of the decisions
made (Hoffman et al., 1962; Chatman et al., 1998),
mcreased performance (Watson et al., 1998) and better
work group construction processes (Kochan et al.,
2003). At the organizational level, evidence has been
found of a positive relation to overall performance
(Jackson et al., 2003, Wegge ef al., 2008), financial
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Organizational performance

Product quality

Client satisfaction
Development of new products
Sector reputation, etc.

Nationality

=z

performance (Erhardt et al., 2003) and corporate social
image (Siciliano, 1996). Therefore, we propose the
following hypothesis:

¢ H, gender diversity will moderate the relation
between HR  practices and organizational
performance

Ethnicity: The impact of diversity in ethmicity on business
competitiveness has been addressed in multiple studies
(Richard et al., 2004; Brooks and Clunis, 2007), so better
management of differences 1s demanded to attenuate the
potential negative mmpacts and enhance the positive ones.

The research carried out by Mcleod and Tobel
(1992) verified that ethnically diverse groups produce
higher-quality ideas than homogeneous groups. The
study by O’Reilly et al. (1991) found a positive
relationship between ethnic diversity and creativity as
well as implementation capability. Richard et al. (2004)
found that the relations between ethnic diversity and
productivity change depend upon the company’s
immnovation ability, the relation becoming more positive as
ethnic heterogeneity mcreases.

Richard et ai. (2007), based on the consideration that
the potential negative consequences of ethnic diversity
decrease over time whereas the positive ones increase,
verified that ethnic diversity does indeed have a positive
linear effect on long-term performance. They also found
that the relation between ethnic diversity and productivity
1s more prominent in service companies. Thus, in
multi-ethnic markets, if the workforce make-up 1s
similar to that of the target market, it contributes to the
understanding of its demands and improves clients” trust
(Subeliani and Tsogas, 2005). Therefore, we propose the
following hypothesis:
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¢ H; ethnic diversity will moderate the relation
between HR  practices and  organizational
performance

Nationality: Nationality, understood as the country of
origin of individuals has been assimilated to domestic
culture (Earley and Mosakowski, 2000, Ely and Thomas,
2001). Considered as a good reference unit for the study
of cultural differences, it does not have to be either one
for each country or the same for different ones
(Pheng and Yuquan, 2002). Despite the existing research
focusing on demonstrating the cultural convergence
experienced in almost all countries and world regions,
there are still national differences. The apparently
globalized culture of the contemporary world rests on
superficial mamfestations such as dress codes, consumer
products, films or sports but the deeper wvalues
determining the meaning for individuals of such activities
or practices have not changed and it is unlikely that they
will do so m the near futire (Earley and Mosakowski,
2000; Pudelko, 2001).

Some academics (Lovelace et al., 2001 ) have stated
that the different characteristics derived from nationality
affect conflicts among work team members and
condition organizational success (Pheng and Yuquan,
2002; Triandis, 2004). Bochner and Hesketh (1994)
suggested that heterogeneity in cultural values by
nationality may have an important impact on individual
performance. Other researchers (Earley and Mosakowsli,
2000) have found that in the relation between nationality
heterogeneity and effective performance, homogeneous
and very heterogeneous groups are the ones that
achieve the best results as compared with moderately
heterogeneous groups, since the latter present emotional
conflicts, communication problems and low levels of
identification with the team. Consequently:

¢+ H,: nationality diversity will moderate the relation

between HR  practices and organizational
performance
MATERIALS AND METHODS

Population and sample: The questionnaire methodology
was adopted in the research on human resource
management. Concerning the sample, the questionnaires
were answered by HR managers, HR general managers
and general managers.

Although, the general standard in HR research is to
use one single informant in each company due to the
difficulty of obtaining multiple informants, in fact, we
recognized the possibility of single-method bias in our
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data. Consequently, we increased the confidence in our
data by: undertaking a factor analysis which shows the
absence of a single general factor to account for
most of the covariances m our varables indicating the
absence of common method variance problems for our
data (Podsakoff and Organ, 1986) and personally
identifying qualified respondents (e.g., HRM managers).
We promised that our analyses would be aggregated and
that no organization would be identified individually. The
previous literature has shown that the views of a single
but well-qualified informant may better capture a firm’s
behavior than the views of several respondents in the
case of orgamizations mn which relevant decisions are
often lughly centralized (Triguero-Sanchez et al., 2012).

The selected people in each company were contacted
by telephone. The importance of taking part in the study
as well as its usefulness were explained to them. When
required, we made the commitment to send them the
outcomes of our research. They were also assured that all
the information would be treated in a confidential,
comprehensive and anonymous manner. Finally, we
highlighted the importance of any suggestions that the
interviewees may propose to us and our gratitude for their
participation. All of these aspects were emphasized in the
introductory letter which was subsequently sent to the
selected people along with the questionnaire and a
prepaid envelope for returning the questionnaire upon
completion.

The companies were selected from the SABI
{(Iberian Balances Analysis System) database. Among the
registered compames, 1300 had between 100 and 2000
employees, according to the data registered in 2007 and
1169 were established before 2003. The resulting
population was 902 with a well-balanced representation of
all productive sectors. A total of 103 questionnaires
from the 902 distributed were returned in different forms:
via e-mail, postal mail and personal interviews at the
respondents’ organizations. This represents a response
rate of 11.42%. With regard to the nature of the
companies, 93% of them belong to the private sector and
the remainder to the public sector; in other words, they
belong to the Spamsh Government. Table 1 and 2
summarize the descriptive statistics of the umit of
analysis.

Table 1: Technical data of the survey data
Population size 902 firms

Universe HR directors and CEOs
Place of study Andalusia (Spain)
Rampling method Survey: via e-mail, postal survey and personal interviews
Sample size 102 surveys (excluding those that were illegible
and/or incomplete)
Time period June 2009 to October 2009
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Table 2: The statistics and characteristics of the sample

Characteristics N Minimum Maximum Mean sSD

Years of operation 97 7 86 20.90 12.28
Number of employees 102 30 1720 218.03 265.59
Total assets (last 3 years) in euros (€) 102 327393 416598667 37051984 65657472
Business membership (private) 102 0 1 0.93 0.25

HR department managers’ 102 0 1 0.68 0.47
Gender

Male 102 0 1 0.66 0.25
Female 102 0 1 0.34 0.26

SD: Standard Deviation; N: Number of firms

Measurement of the variables: A literature review was
carried out to obtain a reliable measurement scale, using
tools that have been broadly validated and contrasted in
previous studies. The items adapted from the English
literature were translated from English into Spanish by
two native Spamish speakers who are familiar with the
HRM terminology to prevent any ambiguity in the
measurement scales.

Organizational performance: There are two
approaches to evaluating organizational performance.
First, performance 1s assessed from a purely “financial”
perspective, using variables such as business profits,
units produced, average sales per employee, ROI, ROA,
ROS, ete. (Dalrymple, 2004; Goll et al., 2008). Second, it is
assessed from a non-financial perspective (subjective),
focusing on the “perceived performance™ of employees
and/or directors regarding its competitors and industry
(Bontis et al., 2002; Real et ol., 2006). In our study, we
used the second approach as Triguero-Sanchez et al.
(2012) suggested, since such a measure is more
appropriate for studying HRM.

To measure subjective or perceived, organizational
performance, a reduced version of the measurement
scale developed by Bontis er al (2002) to evaluate
orgamnizations as a whole was used. This scale comprises
only four items:

Our organization is successful (regarding product
quality and the development of new products)

Our organization meets its clients’ needs

Our organization’s future performance 1s secure

Our organization is well respected within the industry
(reputation)

An exploratory principal components analysis with
varimax rotation of those four items showed that they
formed only one factor with an eigenvalue =>1.
Furthermore, owr results for the Kaiser-Meyer-Olkin
(KMO) test and Bartlett’s test of sphericity (¥%)
both  offered satisfactory levels (KMO 0.724,
¥’ =121.662%**). The Crenbach’s Alpha (CA) coefficient
for the scale was 0.878, its Composite Reliability (CR) was
0.865 and its Average Variance Extracted (AVE) was 0.617.
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HRM practices: The variables used to measure HRM
practices are supported by the existing literature. We used
the measuring items developed by Triguero-Sanchez ef al.
(2012), confirmed for the Spanish case with a 1-7, 38-item
Likert-type scale. As we expected, all the items on the
scale loaded on a single factor using principal
component analysis with an eigenvalue >1. Tn addition,
the Kaser-Meyer-Olkin (KMO) test and Bartlett’s test
of sphericity (3% both offered satisfactory levels
(KMO = 0.842, %* = 754.415***). These items had a CA of
0.960, a CR of 0.951 and an AVE of 0.654. On the scale, 1
indicates high control and low commitment to the
organization and 7 indicates high commitment and low
control. For this variable, aspects such as personnel
selection, traimng, evaluation, wage flexibility, job design,
communication level, job stability, equal opportumities
and the quality of human resource management were
measured (Appendix 1).

Diversity factors: To evaluate the diversity constructs,

we followed two steps. Firstly, we assessed them with

Blau’s index of heterogeneity which is broadly accepted

in the social and behavioral sciences. The expression

(Eq. 1) shows Blau (1977)’s index:
1=1-Y P’ (1

Where:

I = Blau’s mdex

P = The proportion of people in each category studied

1 = The number of categories observed

Secondly, once we had obtamed the diversity
indexes, they were transformed into a seven-point Likert
scale (1 = low heterogeneity, 7 = high heterogeneity) with
only one mdicator for each measure, this analysis
was necessary to obtam a parsunomous model
(Triguero-Sanchez et al., 2011), since the measures of
organizational performance and HRM practices were
evaluated based on a 7-point Likert scale. Therefore,
exploratory principal components analyses were not
carried out,

Constructs such as age (two items), gender
(two items), ethmcity (five items) and nationality
(two items) were evaluated (please see the full items in the
Appendix).
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Table 3: Descriptive statistics and bivariate correlations for all the variables

Variables N Mean SD 1 2 3 4 h] 6
Age 102 5.820 1.452 1

Gender 102 3.580 1.619 0.078 1

Ethnicity 102 2.570 2.223 0.243" 0.450™ 1

Nationality 102 2.350 1.844 0.223" 0.418™ 0.922" 1

Organizational performance 102 5.460 0.870 -0.112 0.101 -0.051 0.003 1

HRM practices 102 4.194 1.309 -0.084 0.235" -0.044 0.042 0.579" 1

*The correlation is significant at the 0.05 level (bilateral). “The correlation is significant at the 0.01 level (bilateral). P<0.01; p=<0.05;, 8D: Standard

Deviation; N: Number of companies

Table 4: Results of the moderated regression analyses for human capital diversity and outcome variables

Variables Model 1 (Age) Muodel 2 (Gender) Model 3 (Ethnicity) Model 4 (Nationality)
Constant 5.50%# 5.18%* 4.17 3.92
Independent variables -0.27%* 0.23%* -0.33 -0.38
HRM practices 0.35% 0.38% 0.36 0.38
Tndependent variables x HRM practices 0.42%+ 0.52%+ 0.40 0.39
F 17.39#%+ 20,07 #* 16.80 16.48
AF 1.28 7.03 0.61 0.01
R 0.59 0.62 0.58 0.58
R? 0.59 0.38 0.34 0.34
AR? 0.01 0.04 0.00 0.00
Region of Acceptance (RA) 4.01 (ves) 1.43 (ves) N8 N8

The effects reported are standardized B; *p<0.05; **p<0.01. 1. RA: The Johnson-Neyman procedure is used to find a “region” of statistical significance; N8:

No Significance

As an example of the age construct, we asked the
respondents to mdicate the approximate percentage of
employees aged under 36; based on the responses, we
estimated Blau’s index for age and finally, we transformed
the age index into a 7-point Likert scale (Table 3).

Data analysis: First, we analyzed the factor structure and
reliability of all the scales using PASW Statistics 18
Software. The factor analysis and scale reliability
procedures within the PASW Statistics 18 Software
were carried out to assess the dimensionality and
mternal homogeneity of the scales (Hayes, 2013). The
exploratory factor analysis (principal axis factoring with
varimax rotation) identified HRM practices and perceived
organizational performance as factors with good factor
loadings which was consistent with the model that we
proposed. As described in the “Criterion variables” and
“Predictor variables™ sections, the reliabilities for all the
constructs exceeded Nunnally (1978)’s, recommended
level of 0.70. Second, following Dawson (2014)’s
recommendations, we conducted mean centering
(1e., subtracting the mean from the value of the
original variable so that it has a mean of 0) for the HRM
practices and orgamzational performance constructs.
This procedure ensures that the (unstandardized)
regression coefficients of the main effects can be
interpreted directly in terms of the original variables
(Hayes, 2013). It 1s umportant to mention that there are
other alternative processes. However, as Dawson (2014)
stated such procedures lead to identical results. Fmally,
we carried out the moderated regression analyses using
an online resource. The results of this analysis are shown
in Table 4.
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The results of the correlation analysis (Table 4)
show that diversity in age is positively correlated with
ethnicity (p = 0.243*) and nationality (p = 0.223%) in the
same marmer as also happened with gender (p = 0.450%*)
and nationality (p = 0.418**), making it clear that greater
dispersion in the origin of employees (nationalities)
involves greater dispersion in their ethnicity (p = 0.922%*).
However, no sigmficant correlation is observed between
age and gender (p = 0.078). Regarding the dependent
variable, our data show that there 13 no sigmificant
correlation with the other variables in the study except for
HRM practices (p = 0.579%*) which strengthens our
econometric model and confirms the results found in the
literature review. Moreover, HRM practices seem to be
correlated with gender (p = 0.235%). This indicates the
importance of diversity mn gender for the composition of
the working groups in HR policy and management.

Together, these results provide unportant insights
into the moderating effects of the variables under study
on the diversity variables: moderating effects are shown
for age (B =-0.27**; RA = 4.01) and gender (B = 0.23%*,
RA =1.43) whereas ethnicity shows no moderating effect
(B =-0.33; RA = 0.00) and nor does nationality (B =-0.38;
RA = 0.00) (Table 4). The next section, therefore, moves
on to discuss such results in detail.

RESULTS AND DISCUSSION

Hypothesis 1 evaluated the moderator effect that
age has on the relationship between HRM practices
and organizational performance (Table 4), our results
show great statistical significance (Value Moderator
(VM) = 4.01). Thus, hypothesis H, is confirmed
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(P = -0.27**). Therefore, such results indicate (model 1)
that the smaller the age differences mn the workforce
(a more homogeneous workforce in terms of age), the
more HR policies focusing on commitment will favor
organizational performance. These findings are in line with
the suggestion made by Kooij et al (2010), that is,
employees’ priorities change with age and as a result,
their response to HR changes too. Thus, older employees
have different priorities and respond more positively to
HR practices reflecting such priorities. In general, we can
detect a change of approach in individuals, focusing more
on promotion at younger ages and on maintenance and
prevention at older ages; development needs decrease
with age whereas safety needs increase. Consecuently, in
more homogeneous age groups, commitment-focused HR
practices favor business performance since the employee
priorities are more similar.

Hypothesis 2 evaluated the moderator effect of
gender diversity on the relationship between HRM
practice and organizational performance; our results show
statistical significance (VM = 1.43). Thus, hypothesis H,
is confirmed (p = 0.23**). These results indicate that
senior managers’ perception of the performance of
their organizations is better when they have a balanced
composition in terms of men and women. This is in line
with the studies carnied out by Hoffman and Maier (1961),
Hoftman et al. (1962), Chatman et al. (1998), Watson et al.
(199%), Jehn et al. (1999) and Kochan et al. (2003) which
indicated that greater gender diversity is associated,
among others with greater commitment, improvement in
the quality of ideas and solutions and better performance.
According to the gender role theory (Eagly and Karau,
1991), men and women place differential emphasis on
research and family roles due to the stereotypes
associated with the roles that they occupy. At certain
levels, employees may place a higher priority on achieving
an acceptable balance between personal and professional
life (Guest, 2011). Thus, for example and as result of the
differential socialization process on the grounds of
gender, men and women may prefer different employment
compensations (Barbulescu and Bidwell, 2003). Some
studies have revealed that women may face greater
problems than men that cause work-life conflicts
(Gorman and Kmec, 2007) and therefore they appreciate
easy access and a good schedule more than men do
(Konrad et al., 2000) and they may prefer jobs that are
more compatible with family demands which provide
them with predictable schedules and the possibility of
temporarily leaving their job in the case of emergencies
related to their home (Brett and Stroh, 2003). The
implementation of commitment-focused HR policies,
specifically job design and equality, has more positive
umpacts on perceived performance when gender diversity
exists.
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On the other hand, other studies have found that the
gender distribution n an occupation is correlated with the
perspective of being successful (Cejka and Eagly, 1999),
so woimen expect that there will be a smaller possibility for
them to find a job n areas mn which there 1s a tradition of
discrimination against them. Therefore, they would be
expected to prefer organizational cultures and leaders who
do not accept discrimination or at least take a passive
attitude towards it. Thus, when gender diversity exists,
the perspectives of women on being successful within the
organmization are better and have positive umpacts on
organizational performance.

Hypotheses 3 and 4 evaluated the moderator
effect of ethnicity and nationality on the relationship
between HRM practice and organizational performance;
we must reject these hypotheses, since the values of their
moderating effect are outside the acceptation range,
according to Johnson-Neyman (Hunka and Leighton,
1997). These results suggest that organizational
performance and the implementation of HR policies in
Spanish firms do not depend on factors such as the ethnic
diversity and country of origin of their employees. Bear in
mind that the manpower of Spanish companies stll
remains quite homogeneous as far as ethnicity and
nationality are concerned. Our results satisty the interest
of a large number of academics, simce the study delved
into the effects of employee diversity (Van Knippenberg
and Schippers, 2007). Thus, our work aimed to
address the previously neglected study of moderating
variables in HRM practices and diversity management as
Van Knippenberg and Schippers (2007) and Guest (2011)
pointed out and to shed some light on the so-called
“black box™ of diversity. Tn addition, it follows the current
of thought that says that the effects of diversity can be
contradictory (Richard et al., 2007) as we found with the
variables gender and age. In this sense, our study is in
line with the research by Woehr et al (2013) and
Hollenbeck et al. (2004), who argued that the indicators
related to age and gender might provide moderating
effects in the relation between HR practices and
organizational performance.

CONCLUSION

The prevailing need to manage employees” diversity
by formulating and implementing human resource
practices that affect firm performance has become evident.
Tt is clear that staff diversity might have positive effects
within a firm. Hence, there is no doubt that it should be
managed; otherwise, we would probably only find harmful
effects.

In relation to the driving factors of diversity as
moderators of the relationship between HRM practices
and firm performance, our study has shown that the age
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and gender in the organizations are key elements to be
taken into account when configuring an HRM practices
systerm.

The data show that orgamzations” HR policies
and practices have positive effects on organizational
performance when they strive to gain employees’
commitment.

Far from presenting a direct relation between HRM
practices and organizational performance, a measured
level of diversity emerged. Indeed, as previous research
has reported, HRM practices determine their effects on
organizational performance when the level of diversity
1s taken into account (Jayne and Dipboye, 2004
Richard et al., 2004).

Furthermore, all the HRM practices studied
showed positive effects on orgamizational performance,
in particular practices related to quality in the worlplace,
such as quality programs in management, employee
participation in solving orgamizational problems, the
establishment of quality circles, the existence of team
worl improvements and to a large extent, the achievement
of employees” commitment through quality assurance in
their work. At the same time, the activities carried out by
the orgamization for all employees to benefit from equal
opportunities have become a valuable indicator of HR
practices. The design of the work position is another
HR practice that allows the existence of multifunctional
teams in which an adequate job design or the
existence of suitably qualified employees with regard
to the competences attributed and/or attributable
(flexability) plays an essential role m configuring
competitive advantage that 1s, they contribute to
improving performance.

Employee traming and stability are also key factors,
especially in some key positions, in which these aspects
are considered to be very important for the organization’s
future and employees” career paths. Furthermore, along
with job design, the selection process plays a role in
organizations that seek their employees’ commitment.
Evaluation and valuation have also been shown to be
highly relevant to HRM. One example is that companies
inform their employees about their economic and financial
situation to achieve their involvement in, commitment to
and cooperation regarding the organization’s comimon
objectives. Therefore, communication becomes another
important factor in achieving such results. Finally, the
policy of offering mcentives based on work performance
(awards for productivity, group performance and
participation in the profits) also appears to be an
important factor in HRM practices.

On the other hand, greater gender diversity seems to
have an mmpact on the perception that managers have of
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their organization. This aspect must also be considered
since greater gender diversity is assoclated with a better
corporate image (Siciliano, 1996). As well as firms having
the ability to gain benefits in aspects such as firm success
(regarding product quality and the development of new
products), they can gain knowledge in relation to meeting
their clients’ need and earning a good mdustry reputation.

IMPLICATIONS

The findings of this study have a mumber of
important implications for future practice. The best
m the implementation of HR policies
focusing on commitment are achieved when age 1s more
homogeneous; similar ages determining similar priorities
allowing for the sharing of knowledge and experience and
preventing conflicts among members from very different
areas allow HR commitment-focused practices to translate
into a better organizational performance. However, the
more diverse a worlforce is in terms of gender, the greater
the likelihood that this outcome can be achieved. HR
commitment practices, specifically job design and
equality, may have more positive impacts on perceived
performance when gender diversity exists because men
and women place differential emphasis on work and family

outcomes

roles and women appreciate easy access and a good
schedule more than men do.

Another important practical implication 1s that HR
managers must pay greater attention to variables such
as employee age, taking mto account the fact that
orgamzations currently operate m fast-changing and
uncertain environments (Pena-Vinces et al, 2012).
Therefore, they must consider m their policies that their
HR should not cover a very large age range, since this
seems to have a positive impact on business management.

HRM managers must pay attention to the design of
their strategies for diversity of HR, since they do not all
have positive effects on organizational performance, as 1s
the case of ethmicity and nationality when Sparnish firms
are evaluated.

An implication of these findings for the society 1s
apparent for the first ttme. Four different generations are
working together in one work environment, mtroducing an
unprecedented challenge to the market since each of them
has its own needs, characteristics and ways of working
(SI, 2008).

Traditionals were born between 1928-1945, Boomers
from 1946-1964, Generation X (known in Spain as Baby
Boomers because of our historic difference) were born
between 1965 and 1978 and the youngest generation 1s
Jen Y, bom between 1979 and 2000,
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Today we have a higher percentage of workers
leaving firms than joming them. In the coming years,
50 million European workers will retire and only 20 million
will enter the labor market. In this situation, valuable
experience disappears from the labor market. The HRM
practices and the way m which busmesses design them
will become a crucial part of companies.

LIMITATIONS

A limitation of the study is that we must be careful
with the findings because the study focused on a specific
region with its own particular culture. Further, work needs
to be undertaken to establish whether other geographical
areas with different cultures are needed to generalize our
findings. Additionally, we recognize the small size of the
sample which not allow global conclusions to be made for
the HRM literature.

Further, research might also explore each of the
HRM practices separately to determine which have more
influence on organizational performance when they are
constrained by employees’ diversity.

APPENDIX

Appendix 1 (The full survey):

Diversity factors (estimated by means of the Blau index):
Age:
. Approximate percentage of employees in your organization’s workforce
aged <36 years

Approximate percentage of employees in your organization's workforce
aged between 36 and 45 years

Gender:

Approximate percentage of women working in your company with
respect to the tatal

Approximate percentage of men working in your company with respect
to the total

Ethnicity:

Approximate percentage of black employees

Approximate percentage of Caucasian employees (Europeans or
European origin)

Approximate percentage of Native American employees
Approximate percentage of employees of North African, Persian or
Arabic origin

Approximate percentage of employees of other races (Roma, Asian...)
Nationality:

Approximate percentage of foreign emplovees

Approximate percentage of national ermployees

HRM practices: Where: 1 = fully disagree and 7= fully agree

Selection:

Our company has processes of recruitment and selection that can fill up
all the available vacancies

As part of the selection process, applicants are informed about the
negative aspects of the job

In our company, we have developed systems to select personnel
(in addition to interviews and/or curriculum analysis)

Our company has processes of recruitment and selection that can fill up
all the available vacancies

As part of the selection process, applicants are informed about the
negative aspects of the job

In our company, we have developed systems to select personnel
(in addition to interviews and/or curriculum analysis)
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Training:

. Our firm offers training for those positions considered to be “key
positions™

. All employees receive training for their jobs (without any legal
requirement)

When employees receive training, their performance improves

When employees receive training, it is often relevant to their
futurefcareer in the company (job promotions)

Non-management employees are generalty measured by a performance
appraisal

Non-management emplovees receive part of their salary based on
performance

Normally non-management  employees are
performance through information provided by
(e.g., superiors, custormers, suppliers ...)

Flexible remuneration:

Non-management emplovees are rermnerated according to their
individual performance

Non-management employees are remunerated ac cording to their group
performance

Non-management employees have the right to receive monetary
incentives

Non-management ermployees have the right to receive other types of
incentives such as profit-sharing, bonuses, recognition

Job design:

There is a strong implementation of self-managed or self-directed
teams

There is a strong implementation of multi-functional teams

There is a strong presence of “project-based teams™

There is a strong implementation of flexi-jobs (flexi-time, online
work, video conferencing, measures to strike a balance between work
and family life)

Most jobs have been designed for employees to optimize their skills
and strengths

Most employees are well qualified or are able to develop new skills
Employees are given the opportunity to change jobs

Bidirectional communication:

The firm provides its emplovees with regular information about
business operations and business behavior

Employees are consulted to know their views and opinions

The firm provides employees with information about the business plan
on a regular basis

The organization has mechanisms to consult employ ees about plans
and future projects of the firm

We consult employee representatives before setting the performance
target (individual, group)

Job stability:

Vacancies that require experience are filled by internal promotion
The organization regularly allows internal promotion

The organization is committed to secure job stability

Employees are often made redundant.

Equality:

The organization carries out actions to ensure that all employees have
equal opportunities

Job quality:

The organization gives employees the opportunity to engage in
problem-solving situations

The organization has a strong presence of quality circles

The organization facilitates the involvement of its employees in
improving teamwork

Employees feel committed when assured of the quality of their work

informed  of  their
third parties

Organizational performance (perceived): Where 1 = fully disagree
and 7 = fully agree:

Our organization is successful (regarding product quality and the
development of new products)

Our organization meets its clients’ needs

Our organization’s future performance is secure

Our organization is well respected within the industry (reputation)
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