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Abstract
This study focuses on healthcare companies in Saudi Arabia and aims to examine how Human Resource Management (HRM) practices affect the commitment of employees in an organisation through the mediation of organisational culture and transformational leadership. A quantitative research design was used and structured questionnaires were administered to eligible personnel in the healthcare sector and 366 valid questionnaires were returned. Data analysis was performed by SPSS (descriptive statistic, factor analysis, reliability test, correlation test and mediation test by PROCESS macro). The findings showed that HRM practices had a significant effect but negative on organisational commitment. In addition, organisation culture plays a part mediation role and transformational leadership plays a positive mediation role in this relationship. These results suggest HRM practices have direct and indirect impact on organisational commitment through the cultural and leadership aspect of HRM. The study extends previous research by introducing organisational culture and transformational leadership within a unified framework in Saudi healthcare organisations to enhance the understanding of the role of HRM system in evoking employee commitment. It also emphasizes that the rate of effectiveness of HRM practices relies mainly not only on the design of HRM practices, however additionally on the rate of HRM experiences in the organisation's culture and supported by leadership behaviour. 
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Chapter 1
Introduction
· Background
The last few years have seen rapid transformation of the healthcare sector in Saudi Arabia with the Maaden goal of diversifying the economy and improving the quality and efficiency of the services provided to the populace being largely facilitated by the Vision 2030 initiative of the nation that aims to transform Saudi Arabia into a diversified economy (Derendinger & Frank, 2023; Rahman & Al-Borie, 2021). In this transformation, healthcare organizations will integrate into contemporary business management which enhances the high performance, efficient resource management and quality provision of patient services (Al-Assaf et al., 2025; Albathali & Aldhafeeri, 2025). Such practices are strategic planning, performance management systems, employee engagement programs, and leadership development programs. Nevertheless, the effectiveness of the structural and procedural change is not the only aspect by which such practices can be implemented; rather, it comes down to the employees working in such organizations. The factor that has become significant to achieve stability, productivity, and quality of services within healthcare institutions is organisational commitment, which is the psychological attachment/loyalty of the employees with the organisation (Abiodun & Retta, 2025). Employees with high commitment in an industry that has high stress, emotional labour and labour challenges are likely to portray a better job performance, less turnover intentions and interest in contribution beyond their official job descriptions (Kuo et al., 2025; Ngcobo et al., 2022). 
Although the problem is essential, in Saudi Arabia, numerous problems associated with employee disengagement, burnout, and retention have been observed to persist in most healthcare organizations, which might negate the success of management programs. The aspect of business management practices is increasingly being accepted as major influencer of organisational commitment. Best management practices have the ability to help build a supportive work environment, build trust and alignment between individual goals and organizational objectives (Koul, 2025). Nevertheless, the management practices/employees commitment do not invariably have a direct relationship. It is also usually predetermined by certain organisation components like the organisational culture and leadership (Armstrong, 2025). Organisational culture develops values, beliefs and norms at the workplace and transformational leadership energises and motivates the workers through propagating vision, innovation and personal growth (Barokah et al., 2025). In the framework of the Saudi Arabian healthcare sector, it is especially significant to know how these aspects interplay based on cultural, institutional, and organizational peculiarities (Irmayani & Sulaimiah, 2026). Although organisational commitment in other sectors has been studied before, little focus has been given to the collective effect of the business management practices, organisation culture, and transformational leadership in this scenario. Thus, this research aims to close this gap by assessing the contribution made by management practices in organisational commitment with particular references to the mediating variables of organisational culture and transformational leadership in Saudi healthcare organisations.
· Problem Statement
Although the healthcare sector is currently changing dramatically in Saudi Arabia due to Vision 2030, numerous organizations still have to struggle with similar issues of employee commitment and retention. The aspect of organisational commitment is important in any medical establishment where the effectiveness of service delivery and efficiency of the various functions of the organisation highly rely on the commitment and level of engagement by the involved healthcare professionals (Mohammed et al., 2025; Yamoah, 2025). Nevertheless, workload in these facilities, job stress, and lack of career development prospects, and administrative pressures have led to lower proportions of employee commitment, ultimately influencing organization performance and patient outcomes (Kahlout & Ahmed, 2026). As a reaction to these obstacles, healthcare organizations have become more inclined to implement different business management strategies that should enhance its efficiency, accountability, and the work of employees. Although they are meant to bring about organizational effectiveness, they may not necessarily have positive effects on employees (Obeng et al., 2025). Dissatisfaction, resistance or lack of engagement by staff members may occur also because of poorly applied or inflexible management practices (Billah et al., 2025; Saraiva & Nogueiro, 2025). This poses a question on whether modern methods of management have been useful in developing organisational commitment or they are negatively sabotaging it. Further, the correlation between management practices in a business and the organisational commitment is not straightforward and can be affected by other organisational forces. Organisational culture is a very important concept that helps employees develop their perception, attitudes and behaviours in the workplace (Egwu & Nwosu, 2025; Pandey & Chitranshi, 2023). Commitment can be enhanced with the help of supportive and inclusive culture and deteriorated with a strict and inconsistent culture. In the same issues, the style of leadership, especially transformational leadership has been cited to be a crucial factor in employee motivation, development of trust and improvement of their emotional attachment to the organization. 
The existing body of empirical research however, on the joint effects on organisational commitment regarding the impact of these factors in the healthcare sector in Saudi Arabia is limited. Consequently, the issue of the deficit in the comprehensive understanding of the significance of business management practices on organisational commitment, especially in the mediation effects of organisational culture and transformational leadership is the main problem of this research (Ali Alshuhumi et al., 2025; Lee, 2022). In the absence of this insight, health care organizations might be unable to develop and enforce effective measures that not only enhance performance, but also create a workforce that is dedicated and driven towards achieving goals. This study aims at closing this gap by delivering empirical evidence of this set of relationships in a single context of housing the healthcare sector within Saudi Arabia. The necessity behind the study can be explained by a rapid changes in the Kingdom of Saudi Arabia healthcare sector and increasing demands on organizations to provide high-quality, effective, and patient-centred services within the context of the Vision 2030. 
With healthcare institutions embracing strategies of high-level business management and striving to achieve better performance and competitiveness, the human aspect of these changes, especially employee devotion, has not gotten equal concern (Asare Obeng & Atan, 2025; Hoxha et al., 2024). This is alarming since organisational commitment is a direct factor when it comes to employee retention, job performance, and the quality of healthcare delivery in general. Simultaneously, the field is experiencing growing issues like workforce shortage, excessive work stress and burnout in healthcare professionals, which also jeopardizes stability and quality of services (Okoli et al., 2025; Rarani, 2025). Unless the influence of management practices on the psychological attachment of employees to their organizations is clearly understood, such reforms might not attain the effects they were intended to accomplish. Furthermore, the contribution of the organisational culture and transformational leadership is especially vital in determining how the employees view and react to the management practices, but these aspects are still under-researched concerning the Saudi healthcare setting. The absence of combined empirical data on such relationships results in the very important gap, which inhibits the capacity of policymakers and administrators to develop effective strategies (Hoxha et al., 2024). Thus, it is timely research that is desperately required to create timely and context-based insights that may guide healthcare organizations in creating a loyal workforce, making reforms sustainable, and, ultimately, improving patient care and organizational performance.
· Research Aim
The general objective of the research is to explore how Human Resource Management (HRM) practices affect organisational commitment within the Saudi Arabian healthcare industry and whether organisational culture and transformational management mediate this effect and if it can be targeted to provide practical HR and leadership-based interventions to improve organisational commitment based on the research results.
1.4. Research Objectives
· To examine the impact of Human Resource Management (HRM) practices on organisational commitment in the healthcare sector of Saudi Arabia.
· To determine the mediating role of organisational culture between HRM practices and organisational commitment in the healthcare sector of Saudi Arabia.
· To determine the mediating role of transformational leadership between HRM practices and organisational commitment in the healthcare sector of Saudi Arabia.
· To propose practical HR and leadership-based recommendations for enhancing organisational commitment in the healthcare sector of Saudi Arabia based on the study findings.

1.5. Research Questions
· What is the impact of Human Resource Management (HRM) practices on organisational commitment in the healthcare sector of Saudi Arabia?
· Does organisational culture mediate the relationship between HRM practices and organisational commitment in the healthcare sector of Saudi Arabia?
· Does transformational leadership mediate the relationship between HRM practices and organisational commitment in the healthcare sector of Saudi Arabia?
· What practical HR and leadership-based strategies can be recommended to enhance organisational commitment in the healthcare sector of Saudi Arabia based on the study findings?

1.6. Research Significance 
The study is valuable, both in theory, and practice especially in the context of the quickly developing healthcare industry in Saudi Arabia. With the country still undergoing reforms as part of Vision 2030, the focus on enhancing the quality of healthcare, its efficiency, and the performance of workforce is growing. In this respect, the factors that can boost the organisational commitment of healthcare employees are of paramount importance as employed workers inclined towards loyalty would tend to provide the high-quality care to the patient, contribute to the establishment of organizational objectives, and promote a positive attitude. Theoretically, this study adds to the literature on the same topic by bringing together the practices of Human Resource Management (HRM) and the organisational culture as well as transformational leadership into one comprehensive framework. Though individual studies have been carried out to investigate these variables, little is known about their impact as a combination, especially in the Saudi Arabian healthcare industry. Incorporating the mediated effects of organisational culture and transformational leadership, this study helps better explain the mechanisms behind the effects that the HRM practices have on the organisational commitment. This does not only enhance academic literature but also provides a better insight of how employees behave in tricky organizational environments. Moreover, it relates the applicability of known management/organizational theories to a non-Western environment. The body of research on HRM practices and the organisational commitment that has been conducted so far is mostly in the western or developed countries which might not reflect the cultural and institutional dynamics of Saudi Arabia. This study fills a contextual gap as it targets a domain of Saudi healthcare and increases the applicability of theoretical models in other cultural settings. In practical terms, the results of this research are likely to be very useful to the healthcare administrators, policymakers, and human resource workers. Knowing what particular HRM practices have a significant impact on the commitment of the organisational members, the organizations will be able to develop more efficient strategies to attract, motivate and retain talented healthcare providers. Also, by knowing the importance of the organisational culture, leaders can create a supportive and inclusive workplace that puts employees to the forefront and meets their expectations and values. Transformational leadership as a mediating factor is also examined, which also refers to the significance of leadership development in health facilities. The way of attaining a greater commitment is through transformational behaviours by the leaders, which may inspire the employees, develops trust and motivates the employees to feel a sense of purpose. Thus, the recommendations of the study can justify the leadership training programs and organization development efforts that are intended to enhance the level of workforce engagement. Lastly, there is the wider societal implications of this study, it is possible that through enhancing organisational commitment in the healthcare sector better service delivery could be achieved, greater patient satisfaction would occur and health results would be improved. With staff being the key driver of success, employee commitment needs to be fortified not just at an organizational level, but also on the national scale. Therefore, this research has significant implications beyond academia that can have immediate consequences on practice and policy in the Kingdom of Saudi Arabia health care system.
 









Chapter 2
Literature Review
2.1. Introduction
Chapter 2 provides an extensive literature review of the literature about the effects of Human Resource Management (HRM) practices on organisational commitment within the healthcare industry in Saudi Arabia with a specific focus on mediating variables of organisational culture and transformational leadership. This chapter aims to build a solid theoretical and empirical background of the study by critically discussing the literature that has been done and the gaps left that justify the current study. This chapter starts by giving an overview of key theoretical frameworks on which the relationships between HRM practices, organisational culture, transformational leadership, and organisational commitment are based. These theories offer the theoretical perspective according to which the variables of the study can be comprehended and analysed. Specifically, they assist explain how the practice of HRM affects the attitude and behaviour of the employees and how the relations could be affected by the factors at organizational level. Next, the chapter examines the concept of Human Resource Management practices, their importance to recruitment, training and development, performance appraisal, compensation, and, employee engagement. The argument continues to discuss organisational culture, including its definition, the types of organisation culture and its role in influencing workplace behaviour and worker attitudes in healthcare organisation. Likewise, transformational leadership is assessed in occurrence of its aspects like inspirational motivation, intellectual stimulation, individualized consideration and idealized influence and their relevancy in elevating employee commitment and performance. It is followed by the discussion of the concept of organisational commitment, its dimensions and importance in the healthcare setting, where employee commitment is paramount in the service quality and patient care. Another issue discussed by the chapter is the survey of empirical studies that include direct investigation of the correspondence between the HRM practices and organisational commitment then, the inspection of the role played by organisational culture and transformational leadership as mediating variables. All in all, this literature review offers a thorough synthesis of the extant literature and indicates the research gaps which this study seeks to fill, especially in the framework of the healthcare sector in Saudi Arabia.
2.2. Theoretical Framework
The Social Exchange Theory (SET) is the main theoretical foundation of this research as it offers a solid and consistent theoretical framework to elucidate the connection between Human Resource Management (HRM) practices and organisational commitment and the mediating effects of organisational culture and transformational leadership in the Saudi Arabian healthcare industry (Cook et al., 2013). The initial version of the theory is the Social Exchange Theory which is founded on the assumption that the relations between people are developed due to a mutual exchange of resources where people are likely to react positively with those who demonstrate fairness, support, and value or those who are represented by the organization (Ahmad et al., 2023). The theory shows that when employees related positively to the employer, they feel a need to respond positively by adopting positive attitudes and behaviours, including being more committed, loyal and productive in the organization.
The Social Exchange Theory gives a good piece of information in the context of HRM practices as the employees understand the organizational actions. Fair recruitment, ongoing training and development, performance-based rewards and supportive supervision are practices that will help to communicate to employees that their contribution is important to the organization. Employees will feel that they will respond to such practices by being more emotionally attached and committed to the organization when they view these practices to be fair and beneficial. These beneficial interactions gain even greater importance in the healthcare workplace as the employees have to operate in harsh conditions, under heavy pressure and emotional burden, which consequently leads to higher turnover intentions. The relationship between HRM practices and organisational commitment, however, is not direct and uniform always. The Social Exchange Theory can include the mediating mechanisms which determine the interpretation of the organizational actions by the employees. Organisational culture is one of such mechanisms. Positive exchange relationships are reinforced on a strong, supportive and ethical culture that instils shared values, trust and collaboration at the workplace. In case HRM practices are enforced in a good cultural setting, chances are high that employees would regard the organization as supportive, as opposed to transactional. On the other hand a feeble or misfit culture can also pervert these perceptions which will harm the reciprocity process that forms part of Social Exchange Theory. Likewise, transformational leadership has a significant mediating role in Social Exchange framework. Transformational leaders can contribute to improving the quality of social exchange relationships through motivating staff with inspiration, understanding the personal needs, and developing a common problem. Leaders foster feelings and commitments of employees to the organization through such behaviors as intellectual stimulation as well as consideration of each individual employee. By so doing, employees will view leadership support as organizational care, which further strengthens their reciprocity by increasing their commitment. 
Importantly, although in the case of Social Exchange Theory there is a solid foundation to these relationships, there are certain limitations to the theory. It often relies on the supposition that all relationships at the workplace are rational and mutual and it may not take into consideration structural limitations, power disparities, and cultural impacts that seem to be especially pertinent to hierarchal healthcare systems. Cultural norms and institutional structures can also influence employee beliefs in the relations of simple exchange as is the case with Saudi Arabia (Aldhobaib, 2025). However, notwithstanding these constraints, SET is still very appropriate in terms of this research as it is very effective in capturing the psychological process by which HRM practices have an effect on employee attitudes (Alotaibi, 2024). All in all, the Social Exchange Theory offers a strong and innovative account on the interaction of HRM practices, organisational culture, and transformational leadership as a set of factors that impact organisational commitment. It also emphasizes how commitment is not only the direct result of the management practices, but is constructed in the process of constant relationship transactions between the workers and the organization and thus is a fitting and effective framework to this study.
2.3. Human Resource Practices
Human Resource Management (HRM) practices are a collection of organized policies, strategies and procedures that manage the workforce of an organization well to meet the organizational objectives and improve the performance of employees (Tiwari & Saxena, 2012). Simply put, HRM practices are aimed at attracting, developing, motivating employees, and retaining them, to make sure that the human capital is in tune with organizational goals. In healthcare and specifically in Saudi Arabia, HRM practices are becoming more of a strategic role than an administrative role, with healthcare organizations that are overly dependent on the competent professional in providing quality patient care and operational efficiency. HRM practices are generally multidimensional, involves a number of major components (Beugelsdijk, 2008; Oltra et al., 2022). Recruitment and selection is one of the most well known dimensions as it makes sure that the right people with right skills, qualification and values are hired or employed in organizations. Recruitment is critical in healthcare facilities because clinical positions are very sensitive and require professionals of high quality. Training and development is another aspect of great significance and is an area that aims at developing the knowledge, skills and abilities of workers (Nicolás-Agustín et al., 2022). Professional growth is especially critical in the medical field because of the establishment of new medical technologies and treatments in a very short time. 
Another important dimension is the performance appraisal, which entails reviewing the performance of employees against some set criteria (Levy & Williams, 2004). Clear and equitable appraisal procedures would benefit employees by making them aware of expectations, and enhance their performance, as well as play a role in accountability in the organization. Intimately connected to this is compensation and reward management which encompasses salary scales, bonuses and benefits that are intended to drive the workforce forward as well as to embed desirable behaviours (Iqbal et al., 2015). Competitive payment particularly in health facilities is vital in attracting talented professionals in an industry where labour is the most competitive (Bayo-Moriones et al., 2020). Employee relations and engagement is another major aspect that requires careful consideration because it is aimed at creating a positive work environment, facilitating involvement in the management process, and ensuring a high level of interaction between the employees and the management (Dumitriu et al., 2025). 
Good employee relations lead to increase in morale, decrease in turnover and an increase in the organizational commitment (Shabane et al., 2022). Moreover, employment security and career advancement opportunities have also been regarded as a valuable component of HRM practices because of their effects on long term attachment of employees to the organization (Vasumathi et al., 2025). Earlier research has always indicated that HRM practices are positively correlated with numerous employee outcomes such as job satisfaction, performance and organisational commitment (Wu et al., 2025). As an illustration, it has been established that employees who feel that HRM practices are fair, supportive, and developmental, tend to have more emotional attachment towards their organisation. Research in the healthcare sector has established that useful HRM practices lead to lower turnover intentions among nurses and physicians, quality services and patient satisfaction (Sharif et al., 2026). Nevertheless, in the literature that exists, it is also pointed out that the effects of HRM practices are not necessarily directly related or consistent. Other researchers indicate that HRM practices are effective based on the situation through context, including corporate culture, style of leadership and institutional environment (Schneider et al., 2026). Namely, bureaucratic nature and lack of resources in the context of public healthcare can restrict the efficacy of HRM initiatives. This implies that the HRM practices can affect the outcomes of employees indirectly by means of the psychological and organizational processes (Dwiarto et al., 2025). In Saudi Arabia, studies on HRM in the healthcare facilities remain in the preliminary stage. Though positive relationships between HRM and employee satisfaction have been established in a few studies, there is little empirical research that establishes the relationship between HRM practices and organisational commitment in particular (Sulaeman et al., 2025). Additionally, there is little research that has incorporated the mediating variables including organisational culture and transformational leadership to elaborate how HRM practices can yield into increased levels of employee commitment.
2.4. Organizational Culture
The organisational culture is defined as the values, beliefs, norms and practices that determine the behaviour and attitudes of people in an organization (Zhang et al., 2023). It symbolizes the social and psychological workplace atmosphere and affects how employees conduct themselves with others, make decisions as well as reaction to the organizational policies. Simply define, organisational culture can be termed as the way things are done in an organization(Grover et al., 2022). Organisational culture has been identified as an important component in influencing the behaviour of employees, service quality and overall organisational performance in the medical field especially in Saudi Arabia since delivery of healthcare services is mostly dependent on collaboration, interaction, and shared accountability. The organisational culture is multidimensional and a complex phenomenon that has been categorised in different ways by scholars. The Competing Values Framework (CVF) is one of the most common typologies that classify culture into four categories: clan, adhocracy, market, and hierarchy (Tadesse Bogale & Debela, 2024). A clan culture is based on team work, employee engagement, and familial work environment, which proves to be especially useful in the healthcare setting where teamwork and team support are paramount. An adhocracy culture puts emphasis on innovation, flexibility and risk-taking, in dynamic environment and fosters creativity and adaptability. A culture of market is competitive and result oriented and puts emphasis on performance, efficiency, and goal achievement (Schneider et al., 2026). Conversely, a culture of hierarchy is typified by hierarchical structures, a strong adherence to procedures and defined lines of control, as is the case in state-owned medical institutions where control and standardisation are key (Dwiarto et al., 2025). 
Organisational culture is at least as relevant to healthcare organisations as it can be. The positive and strong culture will encourage the involvement of employees, decrease stressors and job satisfaction among employees and lead to more organisational commitment. A supportive culture could be very beneficial especially in healthcare settings where employees usually have high workloads and emotional requirements, as it is well known that morale and turnover intentions tend to increase (Sulaeman et al., 2025). One such area is how a culture of open communication and teamwork would make healthcare professionals feel more professional in their jobs and thus provide better coordination and patient care outcomes. In addition, the organisational culture mediates the reforms of HRM practices in the sense that it determines the nature of perceptions and implementation of practices in organisations. 
HRM practices that are well designed might not work out the way they are intended to work unless the organisational culture is conducive (Vasumathi et al., 2025). As an example, give the performance appraisal system, it might be a better fit in a culture that ascribes fairness and transparency, training programs are more effective in a culture where learning and development are valued. Therefore, culture is considered to be a contextual filter which employees perceive organizational practices.
 Earlier studies have been consistent in revealing that, organisational culture is highly related to employee attitudes and behaviours, such as job satisfaction, performance, and commitment (Sun, 2008). In health industries, the researches have established that hospitals with good and positive culture are less likely to experience turnover and are more likely to be satisfied with their patients. Nevertheless, when working in the environment with strict culture, it is more fragmented or does not suit the values of the employees, negative effects like burnout and disengagement are more probable. Altogether, organisational culture is a critical component, which determines the dynamics within healthcare organisations (Schein, 1990). It determines how employees will view their jobs, the way they relate with the other employees and the reaction towards the management practices. Within the framework of this research, the concept of organisational culture would be critical in the interpretation of how the practice of HRM can be translated into organisational commitment, especially in the healthcare industry of Saudi Arabia.
2.5. Transformational Leadership
Transformational leadership is a theory of leadership that emerged form Burns (1978) and then expanded by Bass (1985), which focuses on the power of leaders to inspire, encourage and change employees to attain greater degrees of performance and commitment (Homrig, 2001). Transformational leadership is vision centred, inspirational, and follower centred as opposed to transactional leadership that is centred on supervision, rewards and punishments. Transformational leadership is becoming an imperative style of leadership in healthcare organisations, especially in Saudi Arabia because of its role in overseeing complicated work environments, promoting the morale of the employees and appreciation of organisational commitment. Transformational leadership can be defined as having four essential elements, also known as the Four Is (Bass, 2015). The former is idealized influence whereby leaders are role models and command the trust and respect of staff by acting ethically and with powerful values. Such leaders have the tendency of being emulated by the employees; this increases their emotional attachment towards the organization. 
The second is the inspirational motivation component where the leaders sound out a clear vision that is appealing and stimulates the employees to go beyond the expected performance levels. This can be converted in a health care setting to a common belief in providing high-quality care in the delivery of services to patients (Givens, 2008). The third element is intellectual stimulation, which motivates employees to be creative in their thought processes, question assumptions and finding innovative solutions to the problems at work. This is especially essential in the health sector, where constant enhancement and problem solving is vital in effective service provision. The fourth available element is individualized consideration where leaders consider the individual needs, strengths and development of employees. Such individualized support makes the employees feel loved and valued and this enhances their motivation and dedication (Ghasabeh et al., 2015). The relevance of transformational leadership is that it takes into consideration the establishment of a positive organizational climate that encourages trust, collaboration, and engagement. 
Transformational leaders in healthcare organizations have the potential to greatly decrease employee burnout and turnover, as they are able to emotionally support and provide a sense of purpose to employees (Bass & Avolio, 1993). It is also a type of leadership that relates with enhanced job satisfaction, better performance, and increased organisational commitment. Transformational leadership has over the years been shown to significantly influence the employee attitudes and behaviours positively. Specifically in the healthcare scenario, studies have demonstrated that transformational leaders increase team work, communication, and help to improve patient outcome (Hay, 2006). Nevertheless, organizational factors that may affect the transformational leadership effectiveness are culture and HRM practices meaning that the effects of transformational leadership are not independent but rather, are related to more extended organizational systems. Transformational leadership comes in handy in this study as a mediating variable that describes the impact of HRM practices on organisational commitment (Korejan & Shahbazi, 2016). Leaders are rather important to the translation of HR policies into the everyday operations and the perception of organizational support in the minds of workers. Thus, the concept of transformational leadership is one of the main tools that enable employees to increase emotional attachment and loyalty to their organization.


Figure 2-1: Transformational Leadership

2.6. Organizational Commitment 
Organisational commitment is physical attachment, identification and involvement by an employee to an organisation (Yeh & Huang, 2025). It indicates the level of commitment the employees have towards their organization, are willing to put effort on behalf of their organization, and would like to stay at the organization. This is because it has been shown to be closely related to employee performance, turnover, and job satisfaction, which have made the concept to be studied broadly in the field of organizational behaviour. Organisational commitment is of great importance in healthcare organisations since committed employees are directly involved with the qualities of patient care and organisational performance (Panjaitan & Nasution, 2025). The three-component model by Meyer and Allen (1991) is one of the most agreed models of organisational commitment. According to this model, there are three forms of commitment which include affective commitment, continuance commitment, and normative commitment. Affective commitment is a nutrient that is defined as having emotional attachment to the organization (Putri, 2025). A highly affectively-committed employee remains due to his or her choice since he or she associates well with organizational values and organizational goals. Such commitment is viewed as the best possible in the healthcare environment, as it is related to greater motivation and performance. 


Figure 2-2. Types of organizational commitment
Continuance commitment is the cost that is perceived to leave the organization. High continuance commitment employees are persistent as they think they have to be and in many situations this is commonly because of financial, professional or practical reasons. Although such commitment could help decrease turnover, it does not always translate into high performance or engagement. Normative commitment is a feeling of moral commitment to stay in the organization (Ranay, 2025). Highly committed employees remain in their jobs because they feel obligated to do so, perhaps they are loyal, have moral values or the company has invested in their welfare. 
Organisational commitment plays an important role in healthcare organisations. The degree of commitment is linked to high job performance, less absenteeism, lower turnover intentions, and enhanced teamwork. Within the healthcare industry, as the workers operate in stress and emotional tension, the organisational commitment provides stability and continuity in care as well as the provision of the service. It also helps in patient satisfaction, with dedicated medical practitioners being more apt to offer care of high quality and compassion. Previous studies have continually revealed that organisational commitment is affected by organisational culture, leadership styles, and HRM practices. 
Good leadership and supportive HRM practices and supportive organizational environments are likely to enhance affective commitment among employees. But in case employees feel unjustly treated or mismanaged by leaders, or even have a low level of organizational support, their commitment is likely to go down causing them to become highly turned over and with low performance (Alhempi et al., 2026). In general, organisational commitment is an important outcome variable of organizational research studies and a determinant of organizational success especially in the healthcare contexts. To explain the impact of HRM practices and organizational factors on employee attitudes and behaviours in this research, it is critical to understand its dimensions and importance.
Table 2-1: Summary of Key Theoretical and Conceptual Literature 
	Author(s)
	Focus
	Key Contribution / Finding
	Relevance to Current Study

	Cook et al. (2013)
	Social Exchange Theory (SET) foundation
	Explains workplace relationships as reciprocal exchanges based on fairness and support
	Theoretical base for HRM–OC relationship

	Ahmad et al. (2023)
	SET and employee behaviour
	Employees reciprocate perceived organisational support with positive attitudes
	Supports HRM → Commitment pathway

	Alotaibi (2024)
	SET in organisational behaviour
	HRM influences employee attitudes through psychological processes
	Justifies indirect effects and mediation model

	Aldhobaib (2025)
	Cultural limitations of SET in Saudi context
	Workplace relationships influenced by hierarchy and cultural norms
	Highlights contextual limitations of SET

	Tiwari & Saxena (2012)
	HRM practices definition
	HRM involves recruitment, training, appraisal, reward, and retention systems
	Defines HRM construct in study

	Nicolás-Agustín et al. (2022)
	Training and development
	Training improves employee skills and organisational effectiveness
	Supports HRM dimension relevance

	Levy & Williams (2004)
	Performance appraisal systems
	Fair appraisal improves clarity, performance, and accountability
	Links HRM to employee outcomes

	Dumitriu et al. (2025)
	Employee relations in HRM
	Employee engagement improves morale and reduces turnover
	Supports HRM–commitment relationship

	Sharif et al. (2026)
	HRM in healthcare
	HRM improves service quality and reduces turnover intentions
	Contextual support for healthcare sector

	Zhang et al. (2023)
	Organisational culture definition
	Culture shapes values, behaviour, and workplace norms
	Defines OCUL construct

	Tadesse Bogale & Debela (2024)
	Competing Values Framework (CVF)
	Identifies clan, adhocracy, market, hierarchy cultures
	Theoretical classification of OCUL

	Schneider et al. (2026)
	Culture types and outcomes
	Different cultural types influence performance differently
	Supports contextual variation in HRM effects

	Sulaeman et al. (2025)
	Healthcare organisational culture
	Positive culture improves satisfaction and reduces turnover
	Supports mediation role of OCUL

	Schein (1990)
	Organisational culture theory
	Culture shapes behaviour, communication, and values
	Foundational theory for OCUL construct

	Burns (1978); Bass (1985)
	Transformational leadership theory
	Leadership inspires and transforms employee motivation and behaviour
	Theoretical foundation for TL

	Bass (2015)
	Four components of TL
	Idealized influence, motivation, stimulation, consideration
	Defines TL dimensions

	Givens (2008)
	Leadership in organisations
	Vision-driven leadership improves employee performance
	Supports TL role in HRM outcomes

	Ghasabeh et al. (2015)
	Leadership behaviour
	Individualised consideration improves employee motivation
	Explains emotional engagement mechanism

	Korejan & Shahbazi (2016)
	TL as mediator
	Leadership translates HRM practices into employee attitudes
	Supports mediation role of TL

	Yeh & Huang (2025)
	Organisational commitment definition
	Commitment includes identification, involvement, and loyalty
	Defines OC construct

	Meyer & Allen (1991)
	Three-component model of OC
	Affective, continuance, normative commitment
	Theoretical basis for OC measurement

	Putri (2025)
	Affective commitment
	Emotional attachment increases employee performance
	Highlights strongest form of OC

	Ranay (2025)
	Normative commitment
	Moral obligation influences employee retention
	Expands OC conceptualisation

	Alhempi et al. (2026)
	Leadership and commitment
	Fair leadership improves commitment, poor leadership reduces it
	Links HRM/leadership with OC outcomes



2.7. HRM Practices and Organizational Commitment 
The linkage between Human Resource Management (HRM) practices and organisational commitment has been researched wide in organisational behaviour and management literature, most of the studies on the topic affirm that there is generally a positive relationship between the two (Irfan et al., 2025). HRM practices aim at attracting, developing, motivating and retaining employees and when applied in a fruitful manner they will establish a favourable working environment where employees will feel motivated to elicit more emotions and psychological attachment with their organisation. But this is not linear and universal and critical analysis has shown that contextual, perceptual and structural conditions impact a great deal on how HRM practices can be converted into organisational commitment especially in a complex industry like healthcare. Theoretically, HRM practices do affect organisational commitment by how it affects how employees feel about organisational support, fairness and investment in their growth (Mohaimen et al., 2025). These practices, including fair recruitment and selection, opportunities to stay involved in continuous training, clearly structured performance appraisal systems, and fair reward structures, are the indications that the organisation appreciates the value of its employees. 
The Social Exchange Theory assumes that, in response to such positive signals, the employees reciprocate by increasing their commitment, loyalty and desire to stay with the organisation. Such supportive practices are particularly relevant in handling the morale and turnover intentions in healthcare environments, where workers are usually exposed to emotional exhaustion and work load. The positive correlation between organisational commitment and HRM practices has always been backed by empirical studies. Studies conducted in many industries such as healthcare have indicated that employees that feel that the HRM practices are fair, transparent and development-oriented experience affective commitment more (Wojtczuk-Turek, 2025). To illustrate, training and development can advance skills and career growth of the employees, which boosts their morale and commitment to the organisation. Equally, performance appraisal systems that would be viewed as objective and constructive help build trust toward management and enhancement of dedication. 
Financial and non-financial types of reward systems are also vital in consolidating good behaviour of employees and fostering long organisational commitment. Critical literature however points out that HRM practices may not necessarily result in increased organisational commitment. A huge weakness is the factor of employee perception. The HRM practices can be formalised in an organisation but when the employees feel that the practices are unfair, inconsistent and biased, the positive intentions can fail (Hatipoğlu & Akduman, 2025). At the healthcare setting where hierarchies and resources can be the order of the day, an employee can be inclined to perceive HRM systems as bureaucratic, instead of supportive, which undermines their influence on commitment (Irfan et al., 2025). 
The mediating role of organisational and psychological factors is another critical issue. Research studies indicate that HRM practices tend to impact indirectly on organisational commitment as opposed to having a direct effect. The organisational culture and leadership style are some of the factors that influence the interpretation of HRM practices by employees (Genari & Macke, 2022). As an example, HRM practices are more likely to be viewed as authentic investments in employees in a highly positive and supportive culture, which enhances commitment. On the other hand, where the culture is rigid or high control, the same management approaches can be viewed as a mechanism of compliance, as opposed to supportive program and thus less effective. Moreover, transformational leadership has a major role in converting HRM practices to employee dedication (Pinho et al., 2024). Leaders become mediators amid corporate policies and employees, and this affects the ways of communicating and enforcing HRM practices (Alshibly & Alzubi, 2022). Transformational leaders are able to improve the perceived value of the HRM practices through motivation, support and personal consideration; therefore, improving the emotional attachment of the employees to the organisation.
H1: HRM practices positively affect organisational commitment in the healthcare sector of Saudia Arabia.
2.8. Mediation of Organizational Culture
The organisational culture factors are critical in the mediating effect on HRM practices and organisational commitment (Soomro et al., 2024). Although HRM practices are aimed to directly enhance the employee result, it may be clouded by the values, norms and standard practices by employees within an organisation. That is to say, organisational culture is a kind of interpretive lens that the employees may refer to and assess the HRM initiatives. This renders culture a primary process of converting formal HRM policies into valuable employee attitudes and behaviours most specifically commitment to organisations (Khoso & Pathan, 2023). In the perspective of the Social Exchange Theory, employees do not react to HRM practices in a manner that is isolated but rather they apply the practices to the larger cultural context of the organisation. With a powerful, supportive and people-focused culture, HRM activities, including training and performance appraisal, as well as reward mechanisms, are more likely to be viewed as a true investment in the well-being of employees (Siswadi et al., 2023). It reinforces the perception of reciprocity and employees gain greater amounts of emotional attachment and commitment to the organisation. 
A positive organisational culture can have an even greater impact in influencing the response of employees in a healthcare setting where teamwork, trust and shared responsibility are vital factors (Pathan, 2023). On the other hand, where the culture is inflexible, hierarchical and disaligned with employee expectations, these well-designed practices in HRM might not lead to commitment in organisations. This can be seen by the employees as procedural practices and not supportive programs. As an illustration, performance appraisal processes in low-trust culture can also be viewed as punitive, rather than developmental, which undermine the effectiveness of the processes (Moloto et al., 2026). 
This shows that organisational culture does not, in any way, just assist HRM practices but is also proactive in determining them and their efficacy. The mediating role of organisational culture in the relationship between HRM and commitment is backed up by empirical studies. Research has indicated that the HRM practices are better used to boost employee commitment levels in a culture that prioritizes trust, collaboration and involvement of employees (Ljungqvist, 2025). A good culture in healthcare organizations would lead to better interactions between the management and employees, less ambiguity of roles and an emphasis on common values of patient care and quality of service. Consequently, organisational culture is also a critical mediating factor in that it defines the manner in which the organisational perception of HRM practices is converted to organisational commitment (Soomro et al., 2024). It elucidates why same HRM practices can yield varied performance in various organisations and as such, it reveals the significance of cultural alignment in human resource strategies.
H4: Organisational culture significantly mediates the relationship between HRM practices and organisational commitment in the healthcare sector of Saudia Arabia.
2.9. Mediation of Transformational Leadership 
Transformational leadership is a mediating variable in Human Resource Management (HRM)- organisational commitment relationship (Rojak, 2024). Although HRM practices offer formal systems and policies on how to manage employees, it is through leadership that these practices are understood, communicated and applied at the operational level. Transformational leaders, especially, are most helpful in moulding the perception and feeling of employees towards the organisational initiatives and that way making a difference in how much HRM practices lead to organisational commitment. Social Exchange Theory suggests that when employees believe that the organisation attaches importance to their work and allows them to develop, employees gain a sense of commitment (AlAbri & Alam, 2022). Transformational leaders reinstate this sense by serving as the human face of HRM practices. Through idealized influence, inspirational motivation, intellectual stimulation, and individualized consideration, transformational leaders enhance employees’ sense of trust, respect, and belonging. Consequently, HRM activities including training, performance management and reward systems, when administered by supportive leadership behaviours make more sense and motivate employees. Transformational leadership is of particular importance to healthcare organizations with the high stress and emotionally charged nature of work. Leaders who offer cloud of hope, appreciation of individual efforts, and sharing of a common vision may go a long way and increase employees psychological attachment to the organisation (Jaya et al., 2024). As an example, transformational leaders guide employees to know the purpose of the new performance appraisal systems and training programs that HRM practices are introducing and reduce resistance and involvement, once they have been introduced. Such a leadership support enhances the inclination of employees to give back by increasing their commitment. There is empirical evidence which indicates that transformational leadership mediates HRM practices to organisational commitment positively (Shayegan et al., 2022). Researchers have established that when leaders support the practices, reinforce them, the HRM practices have been more effective in enhancing employee attitudes (Dewi et al., 2022). On the contrary, weak or transactional leadership can diminish the usefulness of HRM activities because the employees will view the policies as mechanical or strictly administrative.
H5: Transformational leadership significantly mediates the relationship between HRM practices and organisational commitment in the healthcare sector of Saudia Arabia.
Table 2-2: Summary of Literature on Mediation of Organisational Culture and Transformational Leadership
	Author(s)
	Focus
	Key Contribution / Finding
	Relevance to Current Study

	Soomro et al. (2024)
	Organisational culture as mediator between HRM and employee outcomes
	Organisational culture shapes how employees interpret HRM practices and strengthens commitment outcomes
	Supports mediation role of OC in HRM–OC relationship

	Khoso & Pathan (2023)
	HRM practices and organisational culture
	Culture acts as interpretive lens for HRM initiatives affecting employee attitudes
	Justifies cultural influence on HRM effectiveness

	Siswadi et al. (2023)
	HRM, culture, and employee reciprocity
	Supportive culture enhances perception of HRM as employee investment
	Explains positive mediation mechanism of OC

	Pathan (2023)
	Organisational culture in healthcare
	Culture improves teamwork, trust, and shared responsibility in healthcare settings
	Highlights importance of OC in healthcare context

	Moloto et al. (2026)
	HRM appraisal systems and organisational culture
	Weak culture leads to negative perception of HRM practices (e.g., punitive appraisal)
	Shows negative mediation possibility of OC

	Ljungqvist (2025)
	HRM effectiveness and organisational culture
	Trust-based culture improves HRM impact on commitment
	Empirical support for positive mediation effect of OC

	Rojak (2024)
	Transformational leadership as mediator in HRM outcomes
	Leadership influences how HRM practices are implemented and perceived
	Establishes TL as mediator between HRM and commitment

	AlAbri & Alam (2022)
	Social Exchange Theory and leadership
	Employees develop commitment when leadership enhances perceived organisational support
	Theoretical support for TL mediation

	Jaya et al. (2024)
	Transformational leadership in healthcare
	TL improves emotional attachment and vision alignment in healthcare workers
	Supports healthcare relevance of TL mediation

	Shayegan et al. (2022)
	HRM, leadership, and employee attitudes
	TL strengthens the effectiveness of HRM practices on employee outcomes
	Empirical support for mediation effect of TL

	Dewi et al. (2022)
	Leadership support in HRM systems
	Supportive leadership increases effectiveness of HRM practices
	Reinforces positive mediation role of TL





Figure 2-3: Research Model
Source: Author Generated
2.10. Research Gap
Although there has been an increase in literature on Human Resource Management (HRM) practices and effects they have on organisational commitment, there are other crucial research gaps, especially with regard to the medical field in Saudi Arabia. 
To begin with, majority of the current research has focused on the direct correlation between HRM practices and organisational commitment with limited focus on the mechanisms underlying the relationship. Even though recent studies have recognised the relevance of mediating variables, further integrated research on both organisational culture and transformational leadership as concurrent mediators within a single conceptual framework, is yet to be completely acted. Secondly, the available literature is highly concentrated in the western or developed or country settings. These results cannot be entirely universalised into developing or culturally remote settings like in Saudi Arabia, where organisational frameworks, management approaches and work ethics vary dramatically. Saudi Arabia, and the healthcare sector, in particular, represent a peculiar combination of the public-sector regulation, cultural demands, and fast implementation of the changes within the framework of the Vision 2030, which is why it serves as a rich yet underrepresented location to consider the relationship between HRM and organisational behaviour. 
Third, although the studies on the organisational culture and transformational leadership have been conducted separately on their relation to organisational commitment, there is paucity of empirical research of the joint mediation of these two variables in healthcare organisations. A majority of the studies concentrate on either leadership or culture individually as opposed to understanding the relationship between the two to influence perceptions of employees on HRM practices and the resultant commitment rates. Lastly, the lack of research specific to the sector relating to the area of Saudi Arabia discussing the issue of healthcare professionals is also evident, even though employee devotion is highly important to deliver quality services to patients and improve patient care. Handling burnout, labour shortage, and employee retention also emphasize the necessity of taking research context-specific. Hence, this paper fills these gaps by creating and testing an integrated model helping to explore the effects of HRM practices on organisational commitment by including the dual mediating relationship between organisational culture and transformational leadership in the healthcare industry in Saudi Arabia.
Table 2.3: Summary of Literature Findings
	Author & Year
	Variables Studied
	Findings
	Similarity to Current Study
	Differences from Current Study

	Cook et al. (2013)
	Social Exchange Theory, employee–organization relationships
	Positive organizational treatment leads to reciprocal employee commitment
	Supports use of Social Exchange Theory as theoretical foundation
	Does not focus on healthcare or HRM practices specifically

	Ahmad et al. (2023)
	HRM practices, employee attitudes
	Fair HRM practices enhance employee commitment and loyalty
	Aligns with HRM → commitment relationship
	Does not include mediating variables like culture or leadership

	Alotaibi (2024)
	HRM practices, employee attitudes
	HRM practices influence psychological processes leading to commitment
	Supports indirect effects of HRM on commitment
	Lacks integrated mediation model

	Tiwari & Saxena (2012)
	HRM practices, organizational performance
	HRM improves employee performance and alignment with goals
	Highlights importance of HRM practices
	Does not focus on organizational commitment

	Nicolás-Agustín et al. (2022)
	Training & development, employee skills
	Training enhances employee capabilities and performance
	Supports HRM dimension relevance
	No focus on mediating variables or healthcare context

	Levy & Williams (2004)
	Performance appraisal systems
	Fair appraisal improves employee performance and clarity
	Supports HRM → positive employee outcomes
	Does not link directly to commitment

	Iqbal et al. (2015)
	Compensation, motivation
	Rewards positively influence employee motivation
	Aligns with HRM role in enhancing commitment
	Limited focus on healthcare or mediators

	Shabane et al. (2022)
	Employee engagement, commitment
	Positive relations increase organizational commitment
	Directly supports dependent variable
	Does not consider HRM as antecedent

	Wu et al. (2025)
	HRM practices, job satisfaction, commitment
	Positive HRM practices increase commitment
	Strong alignment with study variables
	No mediation analysis

	Sharif et al. (2026)
	HRM practices, turnover, service quality
	Effective HRM reduces turnover and improves service
	Healthcare-specific support
	Does not include leadership or culture mediation

	Schneider et al. (2026)
	Organizational culture, HRM effectiveness
	Culture influences HRM outcomes
	Supports mediating role of culture
	Does not include transformational leadership

	Zhang et al. (2023)
	Organizational culture, employee behavior
	Culture shapes attitudes and workplace behavior
	Aligns with mediator role of culture
	No focus on HRM practices

	Sun (2008)
	Organizational culture, commitment
	Positive culture enhances commitment
	Direct support for mediation hypothesis
	Older study, limited healthcare focus

	Bass (1985)
	Transformational leadership
	Leaders inspire higher performance and commitment
	Supports leadership as mediator
	Does not integrate HRM practices

	Ghasabeh et al. (2015)
	Transformational leadership dimensions
	Leadership improves motivation and engagement
	Aligns with leadership–commitment link
	No HRM linkage

	Hay (2006)
	Leadership, healthcare outcomes
	Leadership improves teamwork and patient outcomes
	Healthcare-relevant leadership support
	Does not include HRM practices

	Korejan & Shahbazi (2016)
	Leadership, organizational commitment
	Leadership enhances commitment
	Supports mediation role
	No integration with culture

	Yeh & Huang (2025)
	Organizational commitment
	Commitment linked to performance and retention
	Supports dependent variable importance
	Does not examine HRM influence

	Meyer & Allen (1991)
	Commitment dimensions
	Identified affective, continuance, normative commitment
	Provides theoretical basis for commitment
	Does not include HRM or mediators

	Irfan et al. (2025)
	HRM practices, commitment
	Positive HRM practices increase commitment
	Strong alignment with main relationship
	Limited focus on mediation

	Hatipoğlu & Akduman (2025)
	HRM perception, employee attitudes
	Employee perception influences HRM effectiveness
	Supports indirect relationship concept
	Does not include culture or leadership

	Genari & Macke (2022)
	HRM, organizational context
	Context influences HRM outcomes
	Aligns with mediating perspective
	Does not test dual mediation

	Pinho et al. (2024)
	Leadership, HRM practices
	Leadership enhances HRM effectiveness
	Supports leadership as mediator
	Does not include culture simultaneously

	Soomro et al. (2024)
	Culture, HRM, commitment
	Culture mediates HRM–commitment relationship
	Direct support for H4
	Does not include leadership mediation

	Shayegan et al. (2022)
	Transformational leadership, commitment
	Leadership strengthens employee commitment
	Supports H5
	No HRM linkage

	Dewi et al. (2022)
	Leadership, HRM effectiveness
	Leadership improves HRM outcomes
	Aligns with mediation role
	Does not include culture

	Ljungqvist (2025)
	Culture, employee commitment
	Positive culture increases commitment
	Supports mediation of culture
	No HRM integration



2.11. Chapter Summary
This chapter entailed an extensive literature review regarding the Human Resource Management (HRM)-based practices and its effects on organisational commitment within the Saudi Arabia health care industry. It started by giving an introduction to the structure of the chapter and followed up by giving the theoretical standpoint of the study that is based on the Social Exchange Theory. This theory was used to explain the effect of HRM practices on employee attitudes in terms of perceived organizational support and reciprocity, along with the importance of the organisational culture and the transformational leadership in the mediating effects. The chapter also discussed significant constructs of the research such as the practices of HRM, organisational culture, transformational leadership, and organisational commitment. Each of the concepts was explained with references to the dimensions, its applicability, and the previous empirical results, specifically in the context of healthcare. The immediate links between HRM practices and organisational commitment were also critically examined in the review, with special attention being paid to the fact that the relationship is rather subject to contextual and perceptual factors. Also, the mediating effects of organisational culture and transformational leadership were studied which proved that both variables have an influence on the perception of employees and enhance the bond between HRM and commitment. Lastly, the research gap was determined, and it lacks integrated studies in the Saudi healthcare sector that would concurrently investigate both the mediators. In general, the chapter provides a good theoretical and empirical basis on the proposed research model and a validity of the necessity of the present study.
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