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Purpose: The purpose of the study arose from a research gap. The aim of the research
undertaken in this article was to understand the conditions and dynamics of shaping engagement
in the area of competencies as one of the dimensions of the quality of human capital in
an organization.

Design/methodology/approach: An indirect survey method was used to collect data.
Questions and answers were submitted in written form, without direct contact between the
participant and the researcher. The research was conducted using a translational method;
the classic questionnaire technique was digitized and transferred online. Data was collected via
email survey. Empirical data was collected by a research services company between July and
August 2022. The research was voluntary and anonymous. Completing the survey took 20-25
minutes. Data collection via a survey questionnaire via an application on the Ariadna Research
Panel website complied with GDPR requirements. Participants responded sequentially,
meaning they could move on to subsequent questions after answering previous ones. They were
not able to review questions without answering them. The system only saved fully completed
questionnaires. If participants opted out of further participation at any stage, their questionnaires
were not saved. The aim of the study conducted on a group of 610 employees of Polish
enterprises was to learn about the links between work commitment and the quality of human
capital. Six cases were excluded from the analysis, as they had zero variance across all
60 Likert-scale survey questions. This meant that the individuals provided exactly the same
answer to all questions. Therefore, the responses of 604 respondents were accepted for further
analysis. The sampling was non-random, purposive, and non-random. Due to psycho-
demographic variables, the study group was structured as follows: 353 (58%) women,
250 (41%) men, and one person identified their gender as non-standard (0%).The factor
connecting human capital with the process of organizational change is organizational
commitment. It will decide what capital a changing organization will need and how it will
change it. The research was conducted using the translational method, the classic survey
technique was digitalized and transferred to the network. Data was collected using an e-mail
survey technique. The surveyed employees of Polish enterprises update their competency
resources at work with an average level of commitment.

Findings: The results obtained indicate that work commitment is one of the elements shaping
the quality of the organization's human capital. The author also notes that in the future,
the research should be expanded to include additional areas.

http://dx.doi.org/10.29119/1641-3466.2026.246.10 http://managementpapers.polsl.pl/



184 J. Dziwulski

Research limitations/implications: Difficult access to relevant data.

Practical implications: The obtained results constitute a significant contribution to the
approach to a different perspective on defining human capital and applying their solutions to
management practice.

Originality/value: The obtained results constitute a significant contribution to the approach to
a different perspective on defining human capital from the perspective of selecting appropriate
research methods.

Keywords: commitment, human capital, competences.

Category of the paper: research paper.

1. Introduction

The factor that connects human capital with the process of organizational change is
organizational commitment, which plays a key role in shaping the direction and dynamics of
these changes (Meyer, Allen, 1997; Saks, 2006). It is the level and quality of employee
commitment that will determine what kind of competencies and human resources will be
necessary in the transformation process and how these resources will be used and developed
(Becker, Huselid, Ulrich, 2001; Armstrong, 2012). People are one of the most valuable assets
of every organization, and their knowledge, skills, abilities, and experience create human
capital, which is of strategic importance for the functioning of the enterprise (Becker, 1993;
Juchnowicz, Mazurek-Kucharska, Turek, 2013). In the era of growing competition and constant
market changes, it is the ability to effectively manage this capital that allows organizations to
gain a lasting competitive advantage and generate added value (Boxall, Purcell, 2011; Kotter,
1996). Therefore, understanding the mutual relationships between organizational commitment
and human capital becomes the foundation for effective implementation of innovations and

adaptation to the changing business environment (Ulrich et al., 2008; Saks, 2006).

2. Employee commitment

Employee commitment is a complex phenomenon that can be divided into two main
streams: work commitment (e.g. commitment to a profession, position, career) and
organizational commitment, i.e. the employee's relationship with the organization (Meyer,
Allen, 1991). Research indicates that organizational commitment has a key impact on company
results — it promotes efficiency, innovation, acceptance of change and learning. It increases
satisfaction, loyalty, retention and reduces absenteeism. Organizational commitment: promotes
achieving high quality and effectiveness of actions (Tolentino, 2013; Rafiei, Amini,
Foroozandeh, 2014; Ogala, 2020; Armstrong, 2009), affects the increase in productivity and
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work results (Wotowska, 2013; Ogala, 2020; Shaima, 2023; Oyeniyi, Adeyemi, 2017;
Abdelmoula, Boudabbous, 2021), on acceptance of changes (Yousef, 2017; Vveinhardt,
Sedziuviene, 2022), on innovation, creativity and affects the learning process (Xanthopoulou,
Bakker, Demerouti, Schaufeli, 2009; Serna, Martinez, Eternod, 2018; Hou, Gao, Li, Yu, 2011;
Molino, Cortese, Ghislieri, 2020; Yang, 2024). In crises, engaged employees support the
organization (Saks, 2006; Bakker, Demerouti, 2008). Commitment depends on both employee
characteristics and organizational factors such as culture, management style, fair treatment,
development opportunities, communication, relationships, sense of security, recognition,
and pay conditions (Kahn, 1990; Robinson, Perryman, Hayday, 2004). Therefore,
organizational commitment is a key element of an organization's human capital (HCC),

influencing its functioning and success (Becker, Huselid, Ulrich, 2001).

3. Quality of human capital

Quality of human capital There is no clear definition of the quality of human capital in the
literature. One of the models describing this aspect is the "4K" model by M. Juchnowicz,
B. Mazurek-Kucharska and D. Turek (Juchnowicz, 2014), which includes: Competencies -
knowledge, skills, personal characteristics and the employee's style of action, Organizational
culture - informal patterns of thinking and action, Interpersonal contacts - relations and the
communication system in the organization, Organizational climate - subjectively felt work
atmosphere. Another approach is the KSA (Knowledge, Skills, Attitudes) model, which
emphasizes the importance of attitudes (e.g. commitment) in the use of professional knowledge
and skills (Juchnowicz, Mazurek-Kucharska, Turek, 2015). RA Daulay and DA Restu indicate
key indicators of the quality of human capital, including: competences, experience,
commitment, teamwork, creativity, professional knowledge and level of education (Daulay,
Restu, 2023). The literature also emphasizes the complementarity of human capital with
intangible capital, such as organizational and knowledge capital. Other researchers have
indicated the measurement of the quality of human capital when constructing an indicator that
is based on the complementarity of work skills and technology (Doms et al., 1997; Goldin,
Katz, 1998; Krusell et al., 2000; Bresnahan et al., 2002). Work quality reflects the level of
human capital, which should be adapted to investments in these areas (Peters, Taylor, 2017;
Bae, Kang, 2023). To sum up, the quality of human capital is mainly based on the commitment,

knowledge, experience, and competencies of employees.
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4. Employee competencies

There is no single, universally accepted definition of competence in the literature.
However, it is commonly accepted that competence is a set of knowledge, skills, attitudes,
personality traits and experiences that enable effective performance of professional tasks.
Their development is a continuous process. D. McClelland points to the connections between
competence and knowledge, skills and personal traits. R. Boyatzis sees them as the potential
leading to effective action in a specific work environment. S. Whiddett and S. Hollyforde
emphasize the importance of an integrated set of knowledge, skills and attitudes (Whiddett,
Hollyforde, 2003). According to M. Armstrong, competence is the ability to apply knowledge
in professional practice (Armstrong, 2005). GO Klemp, D. Parkes and other researchers add
that competence also includes independence of action, the ability to plan and monitor work
effects (Parkes, 1993; Ljungquist, 2007; Parry, 2005; Armstrong, 2002; Dessler, 2009).
In Polish literature, J. Skrzypczak associates competences with the ability to apply knowledge
in practice, and H. Krdl and G. Filipowicz define them as predispositions that allow to perform
tasks in accordance with the requirements of the organization (Skrzypczak, 1998; Nogalski,
Sniadecki, 1998; Krdl, Ludwiczynski, 2007; Filipowicz, 2004; Walkowiak, 2004).
A. Sajkiewicz extends the concept to include style of action, personality and principles that
influence the achieved results (Sajkiewicz, 2002). Competencies are treated as a key element
of human capital, influencing the quality of work and organizational effectiveness (Chton-
Dominczak, Kamieniecka, Trawinska-Konador, Pawlowski, Rynko, 2015; Wtodarkiewicz-
Klimek, 2018). The literature review indicates that this concept consists of, among others,
practical skills, attitudes, experience, values and personality traits. Their importance is
confirmed by the fact that employers in Poland consider them to be one of the most important

elements of employee resources.

5. Methodology

The research was conducted using the translation method, the classic survey technique was
digitalized and transferred to the network. Data was collected using an e-mail survey technique.
The surveyed employees of Polish enterprises update their competency resources at work with
an average level of engagement. Two elements of work commitment were distinguished:
work commitment and a sense of responsibility for work. The obtained results indicate that
work commitment is one of the elements shaping the quality of the organization's human
capital. The author also notes that in the future, research should be expanded to include

additional areas.
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6. Results

Individual statements regarding work commitment in the area of employee competencies
were assessed by the respondents using a seven-point Likert scale. Before starting the analysis,
the variables were ranked, where 1 meant "almost never", 7 - "almost always". The table below

presents the statements to which the respondents responded.

Table 1.
Statements of the work commitment scale

Code | Content of the statement

PZ-1 | Work evokes strong positive emotions in me.

PZ-2 | Work evokes strong negative emotions in me.

PZ-3 | I am fully committed to my work.

PZ-4 | I am absorbed in my work.

PZ-5 | Being involved in my work makes me discover more fully who I am.

PZ-6 | I am committed to doing a good job every day for the benefit of my company.

PZ-7 | I am committed to improving work methods.

PZ-8 | I am committed to improving the results of my work.

PZ-9 | I am fully committed to achieving the company's goals.

PZ-10 | I am committed to maintaining or improving working conditions.

PZ-11 | I try to obtain feedback on the results of my work.

PZ-12 | I take full advantage of all opportunities for consulting in my professional work.

I am involved in obtaining current information about the work and the company in order to perform
PZ-13 | the assigned tasks as best as possible - I participate in meetings, browse intranet and internet
resources

I willingly and frequently use the company's technical and organizational support (IT technologies,

PZ-14 work cards, instructions, mini libraries, manuals, etc.)

PZ-15 I carry out professional tasks using my authority and taking responsibility for the manner in which
they are performed.

P7-16 Thanks to the autonomy in carrying out tasks and responsibilities, I can be more involved in

achieving the company's goals.

PZ-17 | 1 feel fully responsible for the results of my work.

PZ-18 | I feel fully responsible for maintaining order in my workstation.

PZ-19 | I feel responsible for maintaining good social relations in my work environment.
Source: own study based on empirical research.

Table 2 presents the basic results of descriptive statistics for the group of statements
regarding involvement.

The correlation matrix for PZ statements is presented in Table 2.
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Table 2.
Work commitment - correlation matrix for individual statements
G I EC R R A T R O A O A A O I
Theorem Code E E E E E E E QN.‘ § § § § § § § § § § §
PZ-1 1.0 | -03 | 0.6 0.6 0.6 0.5 0.5 0.5 0.6 0.5 0.5 0.5 0.5 0.4 0.5 0.5 0.4 0.2 0.3
PZ-2 -0.3 10 -03]-02]-02|-03]-03]|]-03]-03)]-03][-02]-01]-02]-01]-02]-03]-03]-02]-02
PZ-3 0.6 | -03 1.0 0.8 0.7 0.7 0.7 0.7 0.7 0.7 0.6 0.6 0.5 0.4 0.6 0.6 0.5 0.4 0.4
PZ-4 0.6 | -02 | 0.8 1.0 0.7 0.7 0.7 0.7 0.7 0.7 0.6 0.5 0.6 0.4 0.6 0.6 0.5 0.4 0.4
PZ-5 0.6 | -02 | 0.7 0.7 1.0 0.6 0.6 0.6 0.6 0.6 0.6 0.6 0.6 0.5 0.5 0.6 0.4 0.3 0.4
PZ-6 05 | -03 | 0.7 0.7 0.6 1.0 0.8 0.7 0.7 0.7 0.6 0.5 0.5 0.4 0.6 0.6 0.7 0.6 0.5
PZ-7 05 | -03 1] 07 0.7 0.6 0.8 1.0 0.8 0.8 0.8 0.6 0.5 0.6 0.5 0.6 0.7 0.6 0.5 0.5
PZ-8 05 | -03 | 07 0.7 0.6 0.7 0.8 1.0 0.8 0.8 0.6 0.6 0.6 0.5 0.6 0.7 0.6 0.5 0.5
PZ-9 0.6 | -03 | 07 0.7 0.6 0.7 0.8 0.8 1.0 0.8 0.7 0.6 0.6 0.5 0.6 0.7 0.6 0.5 0.5
PZ-10 05 | -03 ] 07 0.7 0.6 0.7 0.8 0.8 0.8 1.0 0.7 0.6 0.6 0.5 0.6 0.7 0.6 0.5 0.5
PZ-11 05 | -02 | 0.6 0.6 0.6 0.6 0.6 0.6 0.7 0.7 1.0 0.6 0.6 0.6 0.6 0.6 0.5 0.4 0.5
PZ-12 0.5 | -0.1 0.6 0.5 0.6 0.5 0.5 0.6 0.6 0.6 0.6 1.0 0.7 0.6 0.5 0.5 0.3 0.3 0.3
PZ-13 05 | -02 | 05 0.6 0.6 0.5 0.6 0.6 0.6 0.6 0.6 0.7 1.0 0.7 0.6 0.6 0.4 0.3 0.4
PZ-14 04 | -0.1 0.4 0.4 0.5 0.4 0.5 0.5 0.5 0.5 0.6 0.6 0.7 1.0 0.6 0.5 0.4 0.3 0.3
PZ-15 0.5 | -02 | 0.6 0.6 0.5 0.6 0.6 0.6 0.6 0.6 0.6 0.5 0.6 0.6 1.0 0.7 0.6 0.5 0.6
PZ-16 0.5 | -03 | 0.6 0.6 0.6 0.6 0.7 0.7 0.7 0.7 0.6 0.5 0.6 0.5 0.7 1.0 0.6 0.5 0.5
PZ-17 04 | -03 ] 05 0.5 0.4 0.7 0.6 0.6 0.6 0.6 0.5 0.3 0.4 0.4 0.6 0.6 1.0 0.7 0.6
PZ-18 02 | -02 ] 04 0.4 0.3 0.6 0.5 0.5 0.5 0.5 0.4 0.3 0.3 0.3 0.5 0.5 0.7 1.0 0.7
PZ-19 03 | -02 | 04 0.4 0.4 0.5 0.5 0.5 0.5 0.5 0.5 0.3 0.4 0.3 0.6 0.5 0.6 0.7 1.0

Source: own study based on empirical research.

Analyzing the correlation matrix for statements PZ-1 to PZ-19, it can be seen that the vast
majority of statements are related to each other by correlations of at least 0.5. Statement PZ-2
stands out clearly, being weakly related to all the others. Statement PZ-18 has a slightly greater,
but still weak, relationship with the others.

It can therefore be assumed that a deeper analysis will allow for the extraction of the
components of the work commitment factor. Due to the fact that the PZ-2 statement is
negatively correlated with all the others, it was reversed in order to calculate the reliability
coefficient. The Cronbach's alpha coefficient value is 0.95, which indicates high reliability of
the PZ statement block, and therefore their coherence, which allowed for their aggregation for
PCA analysis. However, on the basis of factor analysis, two factors were extracted in the

structure of work commitment.

Table 3.
Suggested division of PZ statements into two factors with proposed names
Factor 1: Work Commitment Factor 2: Sense of responsibility for work
CONTENT OF THE STATEMENTS CODE | CONTENT OF THE STATEMENTS CODE
Work evokes strong positive emotions in I feel fully responsible for the results of
PZ-1 PZ-17
me. my work.
Work evokes strong negative emotions in I feel fully responsible for maintaining
PZ-2 . . PZ-18
me. order in my workstation.
I am fully committed to my work. PZ-3 ! fe;l fespon s1b1.e for maintaining good PZ-19
social relations in my work environment.
I am absorbed in my work. PZ-4
Being involved in my work makes me
. PZ-5
discover more fully who I am.
I am committed to doing a good job every PZ-6
day for the benefit of my company.
I am committed to improving work methods. | PZ-7
I am committed to improving the results of
PZ-8
my work.
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I am fully committed to achieving the
company's goals.

I am committed to maintaining or improving
working conditions.

I try to obtain feedback on the results of my
work.

I take full advantage of all opportunities for
consulting in my professional work.

I am involved in obtaining current
information about the work and the
company in order to perform the assigned
tasks as best as possible - I participate in
meetings, browse intranet resources and the
Internet

I willingly and frequently use the company's
technical and organizational support (IT
technologies, work cards, instructions, mini
libraries, manuals, etc.)

I carry out professional tasks using my
authority and taking responsibility for the
manner in which they are performed.
Thanks to the autonomy in carrying out
tasks and responsibilities, I can be more
involved in achieving the company's goals.
Source: own study based on empirical research.

PZ-9

PZ-10

PZ-11

PZ-12

PZ-13

PZ-14

PZ-15

PZ-16

The internal consistency of the factor: work commitment (Cronbach's alpha = 0.93)
indicates high reliability of the conducted research. Tables 4 and 5 present the basic results of
descriptive statistics for the factor: work commitment and for the individual statements included
in it.

Table 4.

Descriptive statistics for work commitment as a KL content factor in the area of knowledge and
competences (extracted after PCA analysis)

KL Standard Standard KS
quality N Mean SD Min. | Max. | Skewness | skewness Kurtosis error d
factor error kurtosis
0.4
PZpz 604 77.06 15.37 22 112 -0.58 0.10 1.42 0.20 for
p<0.2

PZpz — work engagement factor extracted after PCA analysis from work commitment as an element of the KL
quality model.

Source: own study based on empirical research.

Based on the descriptive statistics of the PZpz factor presented in Table 4, it can be seen that
the work commitment variable has a normal distribution — the significance level for the
Kolmogorov-Smirnov test is greater than 0.05. The distribution of this variable is left-skewed,
therefore the Median value is higher than the mean; which means that for most respondents
“sometimes” or “often” the competencies used in the implementation of tasks are related to the
process of work commitment. In turn, the kurtosis value indicates a large differentiation of the
respondents’ perceptions regarding the connection between the use of competencies at work

and commitment.
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Table S.
Descriptive statistics for statements regarding work commitment PZpz
Theorem Code N Mean Median | Fashion Fas;;lon Min Max SD

PZ-1 604 4.63 5 4 182 1 7 1,300
PZ-2 604 3.93 4 4 175 1 7 1,539
PZ-3 604 4.93 5 5 206 1 7 1,283
PZ-4 604 4.79 5 5 197 1 7 1,328
PZ-5 604 4.52 5 5 162 1 7 1,415
PZ-6 604 5.11 5 5 211 1 7 1,187
PZ-7 604 5.01 5 5 203 1 7 1,242
PZ-8 604 5.07 5 5 205 1 7 1,227
PZ-9 604 5.04 5 5 195 1 7 1,227
PZ-10 604 5.03 5 5 200 1 7 1,212
PZ-11 604 4.92 5 5 191 1 7 1,270
PZ-12 604 4.61 5 5 171 1 7 1,485
PZ-13 604 4.81 5 5 182 1 7 1,374
PZ-14 604 4.70 5 5 174 1 7 1,436
PZ-15 604 5.11 5 5 191 1 7 1,231
PZ-16 604 4.96 5 5 204 1 7 1,313

PZpz— work commitment statement code.
SD — standard deviation.

Source: own study based on empirical research.

The obtained results indicate that the respondents often declared that the activation of their
knowledge and competences in the implementation of professional tasks is closely related to
their involvement in work (with the modal value for almost all statements making up the
professional and organizational experience factor being 5.0 and the distribution skewness being
-0.58; Table No. 4). Only experiencing strong emotions related to work sometimes happens
(Fashion = 4).

The content analysis of the statements to which the respondents assigned the highest scale
ratings indicates that using knowledge and competences at work is often associated with work
commitment. (PZ-6: "I am committed to doing my daily work for my company well" — average
5.11; PZ-15: "I carry out professional tasks using my rights and taking responsibility for the
way they are performed" — average 5.11; PZ-8: "I am committed to improving the results of my
work" —5.07).

7. Conclusions/Discussion of Results

It can be concluded that the block of statements regarding work commitment, due to the
Cronbach's alpha value of 0.95, is characterized by high internal consistency and high
reliability. However, based on factor analysis, two factors were distinguished in the structure
of work commitment (according to the factor loadings of the analysis for two factors).

Hence, the following division of statements was proposed.
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Table 6.
Suggested division of PZ statements into two factors with proposed names
Factor 1: Work Commitment Factor 2: Sense of responsibility for work
CONTENT OF THE STATEMENTS CODE | CONTENT OF THE STATEMENTS CODE
Work evokes strong positive emotions in I feel fully responsible for the results of
PZ-1 PZ-17
me. my work.
Work evokes strong negative emotions in I feel fully responsible for maintaining
Pz-2 . . PZ-18
me. order in my workstation.
I am fully committed to my work. PZ-3 ! fe?l respon s1b1.e for malntalnlqg good PZ-19
social relations in my work environment.
I am absorbed in my work. PZ-4
Being involved in my work makes me
. PZ-5
discover more fully who I am.
I am committed to doing a good job every PZ-6

day for the benefit of my company.
I am committed to improving work methods. | PZ-7
I am committed to improving the results of P7.8
my work.
I am fully committed to achieving the
company's goals.
I am committed to maintaining or improving
working conditions.
I try to obtain feedback on the results of my
work.
I take full advantage of all opportunities for
consulting in my professional work.
I am involved in obtaining current
information about the work and the
company in order to perform the assigned
tasks as best as possible - I participate in
meetings, browse intranet resources and the
Internet.
I willingly and often use the technical and
organizational support of the company's
work (IT technologies, work cards,
instructions, mini libraries, manuals, etc.)
I carry out professional tasks using my
authority and taking responsibility for the PZ-15
manner in which they are performed.
Thanks to the autonomy in carrying out
tasks and responsibilities, I can be more PZ-16
involved in achieving the company's goals.
Source: own study based on empirical research.

PZ-9

PZ-10

PZ-11

PZ-12

PZ-13

Pz-14

8. Summary

The obtained results indicate that the level of involvement of employees of Polish
enterprises in the use of professional competences is moderate, which is confirmed by the
average sten score of 5.53. This indicates that employees are involved in the process of updating

and using their competence resources to an average degree.
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Analysis of the mean responses for selected items suggests that both positive and negative
emotions play a role in shaping professional commitment. However, positive experiences
(mean 4.63) seem to have a stronger impact compared to negative emotions (mean 3.93).

Relatively high mean values for statements related to self-discovery through work (mean
4.52) and the use of career counseling (mean 4.61) indicate the significant importance of
developmental factors in building professional commitment. This may indicate that work is
perceived not only as an obligation, but also as a space for personal development and reflection
on one's professional identity.

The collected empirical data justify the need to continue research on the relationships
between the level of work commitment and the use of competencies. Further analyses may
contribute to deepening knowledge on the mechanisms supporting the development of human
capital in Polish organizations.

The work engagement factor encompasses: dedication to work to perform assigned tasks to
the best of one's ability, the emotional and personal aspects of work expressed through
absorption and independent initiation of professional tasks. The sense of responsibility for
work, in turn, encompasses responsibility for work results, maintaining order in the workplace,
and good social relations with co-workers. The work engagement factor determines the level of
activation of possessed knowledge and competencies in the implementation of professional
tasks (the level of its "capitalization"), thus indicating the actual value of the KL quality

indicator.
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