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In organizational behavior and industrial and organizational psychology, 

organizational commitment is the individual’s psychological attachment to 

the organization. 

The basis behind many of these studies was to find ways to improve how 

workers feel about their jobs so that these workers would become more 

committed to their organizations. Organizational commitment predicts work 

variables such as turnover, organizational citizenship behavior, and job 

performance. Some of the factors such as role stress, empowerment, job 

insecurity and employability, and distribution of leadership have been shown

to be connected to a worker’s sense of organizational commitment. 

Organizational commitment can be contrasted with other work-related 

attitudes, such as job satisfaction, defined as an employee’s feelings about 

their job, and organizational identification, defined as the degree to which an

employee experiences a ‘ sense of oneness’ with their organization. 

Organizational scientists have also developed many nuanced definitions of 

organizational commitment, and numerous scales to measure them. 

Exemplary of this work is Meyer and Allen’s model of commitment, which 

was developed to integrate numerous definitions of commitment that had 

been proliferated in the literature. Meyer and Allen’s model has also been 

critiqued because the model is not consistent with empirical findings. There 

has also been debate surrounding what Meyers and Allen’s model was trying 

to achieve. Model of commitment[edit]Meyer and Allen’s (2007) three-

component model of commitment was created to argue that commitment 

has three different components that correspond with different psychological 

states. Meyer and Allen created this model for two reasons: first “ aid in the 
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interpretation of existing research” and second “ to serve as a framework for

future research. 

“[1] Their study was based mainly around previous studies of organizational 

commitment. Meyer and Allen’s research indicated that there are three “ 

mind sets” which can characterize an employee’s commitment to the 

organization: Affective CommitmentAC is defined as the employee’s positive 

emotional attachment to the organization. Meyer and Allen pegged AC as the

“ desire” component of organizational commitment. An employee who is 

affectively committed strongly identifies with the goals of the organization 

and desires to remain a part of the organization. This employee commits to 

the organization because he/she “ wants to”. 

This commitment can be influenced by many different demographic 

characteristics: age, tenure, sex, and education but these influences are 

neither strong nor consistent. The problem with these characteristics is that 

while they can be seen, they cannot be clearly defined. Meyer and Allen 

gave this example that “ positive relationships between tenure and 

commitment maybe due to tenure-related differences in job status and 

quality” [2] In developing this concept, Meyer and Allen drew largely on 

Mowday, Porter, and Steers’s (2006)[3] concept of commitment, which in 

turn drew on earlier work by Kanter (1968) [4] Continuance 

CommitmentContinuance Commitment is the “ need” component or the 

gains verses losses of working in an organization. “ Side bets,” or 

investments, are the gains and losses that may occur should an individual 

stay or leave an organization. An individual may commit to the organization 

because he/she perceives a high cost of losing organizational membership 
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(cf. Becker’s 1960 “ side bet theory” [5] Things like economic costs (such as 

pension accruals) and social costs (friendship ties with co-workers) would be 

costs of losing organizational membership. 

But an individual doesn’t see the positive costs as enough to stay with an 

organization they must also take into account the availability of alternatives 

(such as another organization), disrupt personal relationships, and other “ 

side bets” that would be incurred from leaving their organization. The 

problem with this is that these “ side bets” don’t occur at once but that they 

“ accumulate with age and tenure”. [6] Normative Commitment The 

individual commits to and remains with an organization because of feelings 

of obligation, the last component of organizational commitment. These 

feelings may derive from a strain on an individual before and after joining an 

organization. 

For example, the organization may have invested resources in training an 

employee who then feels a ‘ moral’ obligation to put forth effort on the job 

and stay with the organization to ‘ repay the debt. ‘ It may also reflect an 

internalized norm, developed before the person joins the organization 

through family or other socialization processes, that one should be loyal to 

one’s organization. The employee stays with the organization because 

he/she “ ought to”. But generally if an individual invest a great deal they will 

receive “ advanced rewards. ” Meyer and Allen based their research in this 

area more on theoretical evidence rather than empirical, which may explain 

the lack of depth in this section of their study compared to the others. They 

drew off Wiener’s (2005) [7] research for this commitment component. 

https://assignbuster.com/commitment-of-a-personnel-essay/



Commitment of a personnel essay – Paper Example Page 5

Critique to the Three-Component Model Since the model was made, there 

has been conceptual critique to what the model is trying to achieve. 

Specifically from three psychologists, Omar Solinger, Woody Olffen, and 

Robert Roe. To date, the three-component conceptual model has been 

regarded as the leading model for organizational commitment because it ties

together three aspects of earlier commitment research (Becker, 2005; 

Buchanan, 2005; Kanter, 1968; Mathieu & Zajac, 1990; Mowday, Porter, & 

Steers, 1982; Salancik, 2004; Weiner, 2004; Weiner & Vardi, 2005). However,

a collection of studies have shown that the model is not consistent with 

empirical findings. 

Solinger, Olffen, and Roe use a later model by Alice Eagly and Shelly 

Chaiken, Attitude-behavior Model (2004), to present that TCM combines 

different attitude phenomena. They have come to the conclusion that TCM is 

a model is for predicting turnover. In a sense the model describes why 

people should stay with the organization whether it is because they want to, 

need to, or ought to. The model appears to mix together an attitude toward 

a target, that being the organization, with an attitude toward a behavior, 

which is leaving or staying. They believe the studies should return to the 

original understanding of organizational commitment as an attitude toward 

the organization and measure it accordingly. 

Although the TCM is a good way to predict turnover, these psychologists do 

not believe it should be the general model. Because Eagly and Chaiken’s 

model is so general, it seems that the TCM can be described as a specific 

subdivision of their model when looking at a general sense of organizational 

commitment. It becomes clear that affective commitment equals an attitude 
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toward a target, while continuance and normative commitment are 

representing different concepts referring to anticipated behavioral outcomes,

specifically staying or leaving. This observation backs up their conclusion 

that organizational commitment is perceived by TCM as combining different 

target attitudes and behavioral attitudes, which they believe to be both 

confusing and logically incorrect. 

The attitude-behavioral model can demonstrate explanations for something 

that would seem contradictory in the TCM. That is that affective commitment

has stronger associations with relevant behavior and a wider range of 

behaviors, compared to normative and continuance commitment. Attitude 

toward a target (the organization) is obviously applicable to a wider range of 

behaviors than an attitude toward a specific behavior (staying). After their 

research, Sollinger, Olffen, and Roe believe Eagly and Chaiken’s attitude-

behavior model from 1993 would be a good alternative model to look at as a 

general organizational commitment predictor because of its approach at 

organizational commitment as a singular construct, which in turn would help 

predicting various behaviors beyond turnover. 

[8] Job/Organizational Commitment and Job Satisfaction[edit]Job satisfaction 

is commonly defined as the extent to which employees like their work. 

Researchers have examined Job satisfaction for the past several decades. 

Studies have been devoted to figuring out the dimensions of job satisfaction, 

antecedents of job satisfaction, and the relationship between satisfaction 

and commitment. Satisfaction has also been examined under various 

demographics of gender, age, race, education, and work experience. 
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Most research on job satisfaction has been aimed towards the person-

environment fit paradigm. Job satisfaction has been found to be an important

area of research because one of the top reasons individuals give for leaving 

a job is dissatisfaction. [9] Much of the literature on the relationship between

commitment and satisfaction with one’s job indicates that if employees are 

satisfied they develop stronger commitment to their work. Kalleberg (1990) 

studied work attitudes of workers in the USA and Japan and found a 

correlation of 0. 

73 between job satisfaction and organizational commitment of workers in 

Japan and a higher significant correlation of 0. 81 among Americans. A study 

conducted by Dirani and Kuchinke produced results indicating a strong 

correlation between job commitment and job satisfaction and that 

satisfaction was a reliable predictor of commitment. [10] Perceiving a “ 

Calling” A study at the University of Florida found a positive correlation 

between the individual’s perception of their career being a “ calling” and the 

level of commitment to the job. This study looked at the relation between 

work commitment and participant’s perception of meaning in their job. 

Participants were tested in the areas of; perceiving a calling, job satisfaction,

and job commitment. Results showed a moderate correlation between 

participants perceiving a calling and job commitment and a weak correlation 

between perceiving a calling and job satisfaction. [11] Other Factors that 

Impact Job Commitment[edit] Role Stress Dysfunctions in role performance 

have been associated with a large number of consequences, almost always 

negative, which affect the well being of workers and functioning of 

organizations. An individual’s experience of receiving incompatible or 
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conflicting requests (role conflict)and/or the lack of enough information to 

carry out his/her job (role ambiguity) are causes of role stress. Role 

ambiguity and conflict decrease worker’s performance and are positively 

related to the probability of the workers leaving the organization. Role 

conflict and ambiguity have been proposed as determining factors of 

workers’ job satisfaction and organizational commitment. 

[12] Empowerment Empowerment in the workplace has had several different

definitions over the years. It has been considered ‘ energizing followers 

through leadership, enhancing self efficacy by reducing powerlessness and 

increasing intrinsic task motivation. A psychological view of empowerment 

describes it as ‘ a process of intrinsic motivation, perceived control, 

competence, and energizing towards achieving goals. ‘ There are two 

prominent concepts of empowerment. The first is Structural Empowerment 

which comes from the Organizational/Management Theory and is described 

as the ability to get things done and to mobilize resources. 

The second is Psychological Empowerment which comes from Social 

Psychological models and is described as psychological perceptions/attitudes

of employees about their work and their organizational roles. A study done 

by Ahmad et al. found support for the relationship between empowerment 

and job satisfaction an job commitment. The study looked at nurses working 

in England and nurses working in Malaysia. 

Taking cultural context into consideration, the study still showed a positive 

correlation between empowerment and job satisfaction/commitment. [13] 

Job Insecurity and Employability In a study conducted by De Cuyper research
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found that workers who were on fixed-term contracts or considered “ 

temporary workers” reported higher levels of job insecurity than permanent 

workers. Job insecurity was found to negatively correlate with job satisfaction

and affective organizational commitment in permanent workers. The study 

also found that job satisfaction and organizational commitment were highly 

correlated with being a permanent worker. [14] Distribution of Leadership A 

study conducted by Hulpia et al. focused on the impact of the distribution of 

leadership and leadership support among teachers and how that affected job

satisfaction and commitment. 

The study found that there was a strong relationship between organizational 

commitment and the cohesion of the leadership team and the amount of 

leadership support. Previously held beliefs about job satisfaction and 

commitment among teachers was that they were negatively correlated with 

absenteeism and turnover and positively correlated with job effort and job 

performance. This study examined how one leader (usually a principal) 

effected the job satisfaction and commitment of teachers. The study found 

that when leadership was distributed by the ‘ leader’ out to the teachers as 

well workers reported higher job satisfaction and organizational commitment

than when most of the leadership fell to one person. Even when it was only 

the perception of distributed leadership roles workers still reported high 

levels of job satisfaction/commitment. 

[15] Shift to Organizational Change Commitment. [edit] By the end of the 

1990s, leaders did not find the value in understanding whether or not their 

people were more or less committed to the organization. It was particularly 

frustrating that leaders could see that people committed to the organization 
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were not as committed to strategic change initiatives, the majority of which 

failed to live up to expectations. John Meyer responded to this gap by 

proposing a model of organizational change commitment. [16] The new 

model includes the same 3-components, but also includes a behavioral 

commitment scale: resistance, passive resistance, compliance, cooperation, 

and championing. 

[17] Though Meyer does not cite him, a peer reviewed source for behavioral 

commitment comes from Leon Coetsee in South Africa. [18] Coetsee brought

the resistance-to-commitment model[19] of Harvard consultant Arnold 

Judson[20] to academic research and has continued developing the model as

late as 2011. [21] Guidelines to enhance organizational commitment. 
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